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ABSTRACT
Leadership Skills and Challenges in Hospitality Management Education
by
Valentini Kalargyrou

Dr. Robert H. Woods, Examination Committee Chair
Professor of Hotel Management
University of Nevada, Las Vegas
Leaders in hospitality management education face diverse challenges in today's
competitive and changing environment. Evolving demands from superiors, financial
challenges, and faculty and students increasing demands, create a turbulent environment
in which administrators must thrive. One of the keys in being effective leaders is the
application of the necessary leadership skills.
Often, administrators are faculty members that do not have leadership experience
and mostly their preparation and skill development are almost non-existent, mainly onthe job training. Since, skills are abilities that can be developed formal training must be in
place before the entrusting of administrative duties.
The purpose of this study is threefold: to examine the required skills that make
administrators in hospitality management education effective, study challenges faced by
hospitality management administrators, and explore the advantages and disadvantages of
hiring professional managers or deans and department chairs in academic leadership
positions.
iii

This study applied qualitative methods, an e-mail survey and a focus group. Fifty
faculty members and administrators participated in the study. The data were analyzed in
three levels; the first level of analysis included the examination of the aggregate data of
all fifty cases, the second level the analysis of opinions within each group of faculty and
administrators, and the last level compared and contrasted the opinions of the two groups
for similarities and differences.
Faculty and administrators ranked business skills as the most important leadership
skills followed by cognitive, interpersonal, personal values, and strategic skills.
Specifically, they unanimously ranked communication skills as the most important
leadership skills and indicated that the method of communicating depends on the
audience and the content of the message. Ethics and fairness were the prevalent personal
values as well as recognition that leadership should be able to understand faculty's
interpretation of fairness.
Leadership challenges included fiscal challenges, administrative, curriculum and
program development, dealing with faculty, increased diversity of faculty and students,
and technological challenges. Finally, the majority of participants preferred deans and
department chairs instead of professional managers in academic leadership positions
because of the uniqueness of the academic culture, and the lack of the available resources
to recruit competent professional managers.
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CHAPTER 1

INTRODUCTION
Leaders in hospitality management education face diverse challenges in today's
competitive and changing environment. Evolving demands from superiors, financial
challenges, and faculty and students increasing demands, create a turbulent environment
in which administrators must thrive. One of the keys in being effective leaders is the
application of the necessary leadership skills. But what are those skills that will make an
administrator in hospitality management education effective? What does it really take to
get the job done?
Research in other fields has shown that strong and supportive leadership from
administrators is imperative for the continuous enhancement of knowledge and skills and
the improvement of the performance of their staff (Cashin, 1996; McElroy, 2005).
Administrators as leaders of academic institutions are responsible for the progress,
success, or failure of the units they lead.
Academic institutions refer to post-secondary educational institutions, such as public,
private, land-grant, non-land grant, and two and four-year institutions. Some of their
goals are to reproduce social structure, provide trained workforce, and produce
technology and intellectual property for commercial purposes (Levin, 2000). Specifically,
the mission of land-grant colleges is to benefit the people of the state in which they are
located, and the purpose of community colleges is to educate the local workforce and
1

community (Vaughan, 1980). Universities' goals are to be involved in scientific research
and thereby affect the technological frontier of the industry over the long run, to produce
knowledge which is directly applicable to the industry, and to provide human capital to
firms through the education of undergraduates or graduates (Schartinger, Rammer,
. Fischer, & Frohlich, 2002).
These learning communities have presidents, vice presidents, deans, department
heads or chair persons, where leading and being accountable for a certain group are amid
some expectations for their positions (Boles, & Davenport, 1983; Daza-Campbell, &
Slaughter, 1999). Academic leaders preside over programs that strive to meet the needs
of the industry by offering curricula that will prepare students with different abilities,
styles, and personalities, to deal with a diverse workforce, and develop their
competencies to respond to an ever-changing, global business environment (Breiter &
Clements, 1996; Kennedy, 2007).

Statement of the Problem
The drastically changing environment of higher education institutions demands
sophisticated and proficient leadership. Green (1988) in her book Leaders for a New Era:
Strategies for Higher Education, stated, "College and universities by their own
proclamation are in the business of developing leaders" (p. 1). However, she continued,
"the academy has paid little systematic attention to developing its own leaders" (p. 1),
resulting in an increased demand for effective leadership in the academy. Rosenzweig
(2001), fifteen years later, noted that effective leadership of public higher education
institutions remains indisputably in short supply.
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Traditionally, faculty assumes academic leadership positions (Carroll & Wolverton,
2004). Frequently, faculty members do not choose to become administrators. Rather they
do it because it is their turn, or because their superiors and colleagues believe that they
would be good administrators, or even worse, when nobody else seems to be available to
assume this position (Strathe & Wilson, 2006; Wolverton & Gonzales, 2000).
Occasionally, financial gain and professional promotion are among the reasons that
faculty members assume administrative positions (Wolverton & Gmelch, 2002).
Belasco and Stayer (1993) noted that "leadership is about what you do with what you
know" (p. 88). There are few academic leadership development programs that prepare
future administrators. Mostly the preparation and the skill development of higher
education administrators are almost non-existent, and it is mainly on-the job training.
Faculty, during their doctoral studies, mainly, focuses on research, and teaching. Long
hours of studying independently in libraries and desks promote solo and do not encourage
teamwork (Strathe & Wilson, 2006). In addition, anecdotal evidence and research support
the notion that faculty is not satisfied by their administrators' efficiency (Lewis &
Altbach, 1996; Locke & Fitzpatrick, 1983).
Therefore, it is imperative to identify the necessary skills that promote effective
leadership and the challenges that often dictate these skills. Educational leadership
development programs, existing, and prospect administrators, and overall higher
education can benefit from the results of the study.
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Purpose of the Study
The selection and development of good administrators is extensively recognized as
one of the American education most pressing problems. It is the purpose of the study to
suggest what may be a more useful approach to the selection and development of
administrators. This approach is not based on what good administrators are (their inborn
traits and characteristics), but rather on what they do (the kinds of skills they can develop,
not necessarily inborn). Thus, the main criterion of skillfulness is effective action under
different conditions (Katz, 1974).
Administrators can develop the skills that can help them in becoming efficient
leaders, and this can be achieved by studying what those skills are. Moreover, the
knowledge of the existing challenges that academic administrators face will dictate the
skills needed to overcome them.
Research has demonstrated that different disciplines consider different leadership
skills as important in higher education (Murry & Stauffacher, 2001). Hence, it would be
useful to identify the academic leadership skills, as well as to recognize the current
challenges academic leaders face in the discipline of hospitality management education.
Thus, this paper examines the challenges that academic administrators encounter in
today's competitive environment and the leadership skills they must acquire in order to
implement successfully their mission. Finally, it is studied if it would be better for
academic institutions to hire professional managers instead of academic department
chairs and deans.
There are two perspectives to the study; both faculty's and administrators'
perceptions are studied. How do hospitality education leaders and faculty report their
perceptions about the required skills that make effective leaders, the challenges that
4

leaders face today, and their preferences when it comes to managers or academic leading
the hospitality management institutions? These two perspectives are compared and
contrasted to see if there are similarities or differences between the two groups of faculty
and hospitality education administrators.

Significance of Study
Significance for Theory
Leadership skills importance was first recognized by Robert Katz that in his classic
article "Skills of an Effective Administrator," published in the Harvard Business Review
in 1955, created the first taxonomy of skills; technical, human, and conceptual. Technical
skills refer to the proficiency and understanding of a specific kind of activity including
procedure, process, and technique. Human skills are the ability to work with others and
build a cooperative effort with the group administrators manage. Finally, conceptual
skills are the ability to visualize the organization as a whole.
Koontz and Weihrich (1998), added a forth category to Katz's three skills; the
skills that involve the ability to solve problems. Moshal (1998) added two more
categories to Katz's three skills: analytical skills that include problem solving and making
decisions and administrative skills that is the ability to coordinate various activities, to
utilize effectively resources and to get things done by subordinates.
One of the most recent studies examined empirically the nature of skill
requirements, in a large sample of leaders, and concluded that cognitive, interpersonal,
business, and strategic skills categories are empirically distinguishable, and form the
leadership skills strataplex. In addition, the study concluded that cognitive skills would be
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needed the most, followed by interpersonal, business and strategic skills (Mumford,
Campion, & Morgeson, 2007). This study will attempt to classify the findings by using
the existing leadership skills strataplex taxonomy. Nevertheless, in case strataplex
taxonomy cannot fit the data, a new taxonomy might be produced; an analyst-constructed
typology, created by the researcher and expressed by the participants (Marshall &
Rossman, 2006).
Significance for Practice
Many academic development programs, that prepare administrators such as deans,
department chairs, and faculty for academic leadership positions, may be failing to
achieve satisfactory results because of their incapacity to develop the necessary
administrative skills.
Faculty interested in undertaking administrative roles, and existing administrators
might not be aware of what faculty and administration consider important skills for
effective leadership. Before faculty engages in administrative duties they must be
knowledgeable about the challenges they might face in their new endeavor. Therefore,
this study will provide present and future administrators with information on how to
develop more effective leaders. The researchers will also contrast and compare the
answers from faculty and administrators to assess what skills and challenges they
consider common and what different. Administrators will benefit by knowing how
faculty members view them, and therefore, they can approach them on common ground.
Finally, the findings of the study can be used in future quantitative research as an
evaluation tool for leadership skills of the administrators in hospitality management
education. A questionnaire can be produced, based on the skills that participants value as
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important that would assess the level of faculty's satisfaction for their administrators in
hospitality management education programs.
Significance for Social Issues and Action
This study will provide a description of current challenges that express particular
social and financial issues in higher education. For example, recent budget cuts in higher
education resulted in eliminating space for eligible students and increased tuition
considerably (Jordan, 2008; Munoz, 2008). The outcome of these changes dictates
appropriate adjustment of administrators' skills to current challenges.

Framework and General Research Questions
The word paradigm refers to a worldview and relates to the main assumptions
brought to this study. The leadership paradigm that frames this study is social
constructivism, where the assumptions are that culture and context have a significant
effect on leadership. Social constructivism, seeks consensus between different subjects as
the ultimate criterion to judge knowledge. "Truth" or "reality" is accorded only to those
constructions on which most people of a social group agree (Kezar, Carducci &
Contreras-McGavin, 2006; Maturana & Varela, 1987).
This study will concentrate on the opinions of educators in four-year hospitality
institutions that offer undergraduate and graduate degrees and their insights might be
different from other educators in different institutions such as vocational universities or
community colleges. Furthermore, the opinions of faculty participants might differ from
the ones of administrators. Faculty and administrators opinions about leadership skills
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and challenges might be different in the United States than in other countries, such as,
England, Japan or South Africa, due to cultural differences.
The theoretical framework that guides the research was based on Katz (1955)
theory that introduced skills as abilities that can be learned and developed. Furthermore,
the leadership skills strataplex taxonomy was used from the study of Mumford, Campion
and Morgeson (2007) that proposed a model with four categories of leadership skills;
cognitive, interpersonal, business, and strategic skills. Their sample consisted of 1,023
professional employees working in an international agency of the US government, from
156 different countries, including the United States, and supported the hypothesis that
cognitive, interpersonal, business, and strategic skill categories were distinguishable.
Main research questions
The first two research questions are descriptive, because the participants are asked
to describe leadership skills and challenges in hospitality management education, and the
last question is exploratory because the purpose of the question is to investigate what the
preferred candidates are for academic department chairs and deans (Creswell, 2007).
a) Describe the skills that leaders/administrators in hotel management
education must have in order to be effective?
b) Describe the challenges leaders/administrators have?
c) Would it be better if colleges hired professional managers instead of
academic department chairs and deans? Explain why or why not.
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Limitations
The magnitude and extent of this study involved several constraints. The following
factors should be considered while reviewing the study.
1. The sampling frame included only four-year hospitality programs; thus, two year
institutions might face different challenges and their administrators might need
different sets of skills for leading effectively.
2. Coding limitations, since only one rater analyzed the data of the study; inter-rater
reliability was not established.
3. Email survey was applied for geographic flexibility and institutional diversity.
However, face-to-face interviews could have yielded richer data, since the
interviewer could probe and get more detailed responses from the participants.
The focus group discussion partially leveraged that constrain.

Definition of Terms
The following is a list of terms and their operational definitions for use in this
dissertation.
Administrator: in a higher education institution is someone who (1) leads a unit and
has a headship, (2) directs the actions and activities of other people, (3) has an authority,
influence or power in a given situation, (4) undertakes the responsibility for achieving
certain objectives through these efforts, and (5) is responsible for the instructional
leadership (Boles & Davenport, 1983; Bureau of Labor Statistics, 2008; Katz, 1974).
Hospitality management education: "A field of multidisciplinary study which brings
the perspectives of many disciplines, especially those found in the social sciences, to bear
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on particular areas of application and practice in the hospitality and tourism industry"
(Riegel, 1997, p. 7).
Leadership: [...] an interaction between two or more members of a group. Leaders
are agents of change; persons whose acts affect other people more than other people's
acts affect them. Leadership occurs when one group member modifies the motivation or
competencies of others in the group (Bass, 1990, p. 19).
For the purpose of this paper leaders are the ones that lead the college, the school, or
the department. Depending on the size of the hospitality program, their position title
might differ. For example, in a big hospitality program the leader might be the dean that
leads the hotel college, but in a smaller size institution, the department chair might be the
leader of the program.
Leaders and administrators: Often it is difficult to distinguish administration, and
leadership activities (Lucas, 1994). For the purpose of this study the terms administrators
and leaders will be used interchangeably.
Post-secondary academic institutions: refer to universities and colleges.
Skills: are abilities that can be learned and developed; they are what leaders can
accomplish (Katz, 1955; Northouse, 2007).
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Organization of the Dissertation
The dissertation is organized in five chapters. The first chapter presented the
statement of the problem, the purpose of the study, the significance of the study,
framework of study, the research questions, the limitations, the definition of terms, and
the organization of the dissertation. In chapter 2, a literature review is presented outlining
general leadership theories, leadership skills theories, academic leadership, leadership in
hospitality, differences between the scholar and administrator's role, educational
leadership development programs, and business and higher education. Chapter 3 details
the methodology, chapter 4 presents the analysis and results of the data, and chapter 5
includes conclusions and recommendations.
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CHAPTER 2

LITERATURE REVIEW
Introduction
Leadership has been widely discussed and studied but it still remains an elusive and
hazy concept. (Elmuti, Minnis, & Abebe, 2005). Leadership comes from the AngloSaxon word laedan, meaning to go, and is defined as guiding, conducting, proceeding, or
being foremost. There are almost as many different definitions of leadership as there are
persons who have tried to define the concept. Stogdill (1974) reviewed seventy-two
definitions of leadership advanced by writers from 1902 to 1967 (Farahbakhsh, 2007).
Leadership has been conceived as a matter of personality, as a matter of inducing
compliance, as a skills perspective, as the exercise of influence, as a power relation, as an
instrument to achieve goals, as an effect of interaction, as a differentiated role, as
particular behaviors, and as many combinations of these definitions. For the purpose of
the study, leadership will be discussed from the viewpoint of leadership in terms of skills
that can be developed (Bass, 1990; Northouse, 2007).
The Handbook of Leadership defines leadership as:
[...] an interaction between two or more members of a group. Leaders are agents of
change; persons whose acts affect other people more than other people's acts affect
them. Leadership occurs when one group member modifies the motivation or
competencies of others in the group (Bass, 1990, p. 19).
12

According to Boles and Davenport (1983), leadership "is a process tending toward
accomplishment of a social system's goals through the use of some person's or group's
influence, authority, and/or power under the conditions of social exchange then
prevailing in the system" (p. 107). Social system is defined as a group of two or more
people in interaction. It is important to note that the latest definition does not include,
change, as a necessary component of leadership.
More specifically academic leadership is conceptualized in different ways. In some
texts academic leadership is described as a series of tasks and functions performed by
individuals, such as vice chancellors, deans and head of discipline or department, within
universities (Gmelch & Miskin, 1993; Hecht, Higgerson, Gmelch, & Tucker, 1999;
Learning, 1998). In other texts, the term is used to describe the characteristics or qualities
of particular individuals who are recognized by others as being academic leaders (e.g.,
Fisher & Koch, 1996; Ramsden, 1998).
Colleges and universities have unique purposes in society, and any definition of
academic leadership should also be deeply concerned with what Duignan and
Macpherson (1993) have defined as "value-based leadership [which] ... should be
primarily concerned with the generation of knowledge and the promotion of effective
teaching and learning" (p. 10).
Often, academic administrators and academic leaders are used alternately. Academic
administrators have leadership duties, as the Occupational Outlook Handbook of'the U.S
Department of Labor defines, that"... [they] provide instructional leadership and manage
the day-to-day activities in schools, preschools, day care centers, and colleges and
universities. They also direct the educational programs of businesses, correctional
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institutions, museums, and job training and community service organizations (Bureau of
Labor Statistics, 2008).
It is assumed for the purpose of this study that an administrator in a higher education
institution is someone who (1) leads a unit and has a headship position (e.g. a dean leads
a college, a department head leads a major subunit of a college), (2) directs the actions
and activities of other people, (3) has an authority, influence or power in a given
situation, (4) undertakes the responsibility for achieving certain objectives through these
efforts, and (5) is responsible for the instructional leadership (Boles & Davenport, 1983;
Bureau of Labor Statistics, 2008; Katz, 1974).

Leadership Studies
Every year, there are 2,000 books published about leaders and leadership with
different lessons to teach. There are too many divergent approaches to leadership and
little, if any, provide guidance on how to choose the right theory for any specific
situation. A theory that works well under some conditions might fail miserably under
others (Alexander, 2005). Theories of leadership attempt to explain the factors involved
either in the emergence of leadership or in the nature of leadership and its consequences
(Bass, 1990).
One of the first theories of leadership emerged in ancient Greece, where Plutarch
wrote in The Parallel Lives (c. A.D. 100) that for each type of leader who emerged in
Greece, one emerged in parallel conditions in Rome (Bass, 1990). Alexanders and
Ceasars would surface no matter what conditions surrounded them. This theory is similar
to the Great-Man theory where history is shaped by the leadership of great men.
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According to Woods (1913) man makes the nation and shapes it in accordance with his
abilities. The hero would contribute somehow no matter where he was found.
The trait approach was popular up to the 1940s and supported that effective leaders
share common traits and that leaders are born not made. Thus, if the leader is endowed
with superior qualities that differentiate him from his followers, it should be possible to
identify these qualities. The trait theory in leadership was developed by Kohs and Irle
(1920), Bernard (1926), Bingham (1927) and Kilbourne (1935). All explained leadership
in terms of traits of personality and character.
The situational theorists thought otherwise. For Hegel, the great man was an
expression of the needs of his times. Particularly in the United States the situational
theory was favored over the trait theory. For Herbert Spencer, societies developed in a
gradual, progressive and uniform manner. No great man could change the course of this
development (Bass, 1990). For Murphy (1941), leadership did not reside in a person but
was a function of the occasion.
This pure trait and situational theory fell into disfavor when Stogdill's (1948)
critique concluded that both person and situation had to be included to explain the
emergence of leadership. James (1880), Case (1933), Hook (1943), Bass (1960) and
Wofford (1981) in their personal-situational theory suggested that the great man needs his
talents to fit with the situation. The personal-situational theorists took account of the
interplay between the situation and the individual.
The behavioral or style school was popular from the 1940s to the 1970s. It assumed
that effective leaders adopt certain styles or behaviors and assumes that effective leaders
can be made (Blake & Mouton, 1978; Tannenbaum & Schmidt, 1958). Davis and
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Luthans (1979) supported that the leader's behavior can evoke the subordinate's task
behavior. In turn, the subordinate's task behavior can produce the leader's reinforcement,
punishment or extinguish the leader's subsequent behavior.
The contingency school was popular in the 1960s and 1970s. Most person-situation
theorists focus on how the person needs to be developed to adapt best to the needs of the
situation. Fiedler emphasized the need to place the person in the situation for which he or
she is best suited (Fiedler, 1967; House 1971; Krech, Crutchfield, & Ballachey, 1962;
Robbins, 1997).
The visionary or charismatic school has its roots on the ideas of Max Weber and it
was popular during the 1980s and 1990s, and arose from the study of successful business
leaders leading their organizations through change. Bass (1990) identified two types of
leadership, transactional and transformational. The transactional leadership motivates its
followers by appealing to their self-interest. It emphasizes contingent rewards, rewarding
followers for meeting performance targets and takes action when tasks are not going as
planned. Transformational leadership appeals to the moral values of followers. It
develops a vision, provides inspiration, motivates by creating high expectations and gives
consideration and respect to the individual followers. Bass (1990) developed the
Multifactor Leadership Questionnaire (MLQ) which today is the most widely used
leadership assessment questionnaire (Turner & Muller, 2005; Yukl, 2002).
The emotional intelligence school has been popular since the late 1990s, and
supports that leaders' emotional intelligence has a greater impact on their success and
their teams' performance than their intellectual capability. Self-awareness, social-
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awareness, self-management and relationship management are the four dimensions of
emotional intelligence (Goleman, Boyatzis, & McKee, 2002).
Since the late 1990s, the emphasis has been to identify the competencies of effective
leaders. This may appear to be a return to the trait approach. However, competencies can
be learned, so leaders can be made, not just born. Moreover, different combinations of
competencies can lead to different styles of leadership, appropriate in different
circumstances, producing transformational leaders in situations of high complexity and
transactional leaders in situations of low complexity (Turner & Muller, 2005).
Dulewicz and Higgs (2003) show that many of the authors identify up to four types of
competencies that determine leadership performance: cognitive, emotional, behavioral
and motivational.
Leadership Skills Studies
Skill is an ambiguous and complex concept (Attewell, 1990). Skills approach, like
trait approach, is a leader-centric approach of leadership; it refers to the properties of
workers rather than of the job (Vallas, 1990). According to the Society for Human
Resource Management (2008), skills are "the ability to perform a mental or motor
activity that contributes to the effective performance of a job task."
Skills encompass mental and physical proficiency, as well as physical dexterity.
Skill is not only the ability to do something but the word implies a dimension of
increasing ability; hence, evoking images of expertise and mastery (Attewell, 1990).
Skills are abilities that can be learned and developed, in contrast with traits that
are innate and inherent and leaders are bora with, or without, them. Thus, skills are what
leaders can accomplish and traits are who leaders are (Katz, 1955; Northouse, 2007).
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Researchers have studied leadership directly or indirectly from the perspective of
skills for many years. Bass (1990) discusses, in his book, Bass & Stogdill 's Handbook of
Leadership, knowledge as: how to evaluate subordinates' performance, ability as: how to
speak fluently, and skill as: how to prepare clear instructions. According to skills
definition, all three, can be learned and developed, in order to lead subordinates more
effectively.
Robert Katz was the first researcher that in his classic article "Skills of an
Effective Administrator," published in the Harvard Business Review in 1955, recognized
the importance of skills and created taxonomy. He believed that performance depends on
fundamental skills, rather than personality traits.
According to Katz, "skill implies an ability which can be developed, not
necessarily inborn, and which is manifested in performance, not merely in potential." The
important point is that skillfulness is demonstrated by effective action under various
circumstances (Katz, 1955, p. 33).
Katz based his research on observations of executives at work and field research
in administration. Administrators, according to Katz, direct the activities of the others in
the organization, and are responsible for achieving certain objectives through these
efforts. The purpose of his research was to propose ways for developing skills that are
important in recruitment, training, and promotion of administrators (Katz, 1955).
Effective administrators must have three sets of skills such as, technical, human,
and conceptual skills. It is important that administrators apply all these skills consistently
and unconsciously, and they become an essential part of their whole being (Katz, 1955).
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Technical skills engage technical knowledge, analytical ability within that
specialty, and ability in the use of tools and techniques of the specific discipline.
Technical skills are working with things, such as, processes and physical objects (Katz,
1955).
Human skills are important in order to work effectively with people, and build
cooperative effort within the team the administrator leads. People with high developed
human skills can understand their own behaviors and limitations, and thus, they can
evaluate what others mean by their words and behavior. Furthermore, administrators with
developed human skills try to create an atmosphere of security, and approval, where
subordinates feel encouraged to participate, and carry out those things that directly
influence them. Finally, they are sensitive to the needs of their subordinates, and can
understand and motivate individuals and groups (Katz, 1955).
Conceptual skills, or creative ability, is to see the organization as a whole, and to
recognize that there is interdependency among the different departments of an
organization, and between the organization and its external constituents, such as, the
industry, the community, the economic, social, and political powers, and the nation as a
whole (Katz, 1955).
Administrators with developed conceptual skills can efficiently grow the business
according to the company's objectives and policies and simultaneously take care of the
employees and stakeholders interests. This can be achieved by implementing policy
decisions, by coordinating parts of the administrative process, and by integrating all the
actions and interests of the organization toward a common goal (Katz, 1955).
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Technical, human, and conceptual skills differ in relative importance at different
levels of administrative responsibility. At the lower level of administration, technical
skills are the most important, and at the top level of administration, conceptual skills
become the most significant. Human skills are most important at lower levels, where
administrators have more direct contact with other administrators or subordinates.
However, human skills are also important in all administrative levels (Katz, 1955).
The importance of the skills theory lies in the fact that skills can be developed and
it implies learning by doing. Training can be used to improve the administrative
effectiveness. Technical skills can be easily improved by training. Human skills can be
improved by formal or informal training, such as, the coaching process by immediate
supervisors, case problems solving, and role playing (Katz, 1955).
Conceptual skills can also be developed by using the same techniques as in
developing human skills. Moreover, trading jobs at the same level of responsibility, and
serving on management boards where junior executives serve as advisers to top
management on policy matters are other ways to improve conceptual skills (Katz, 1955).
Different people must be developed in different ways depending on their
experience, their attitudes, and their backgrounds. The three- skill approach emphasizes
that effective administrators can be developed and are not necessarily born (Katz, 1955).
Mann (1965) proposed a similar skills taxonomy to Katz. He suggested that the
supervisors of an organization should have technical, human-relations, and administrative
competencies. He defined supervisors as people that direct and coordinate the tasks and
activities of subordinates within their group, and relate these activities to those of other
work groups at the same, lower, or higher level than their groups.
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All supervisors must have at least, the minimum technical competencies that are
task-centered skills in order to supervise effectively; the higher the degree of
specialization within the group unit, the higher the need for more technical skills.
Technical skills are referred to the ability to use related methods, knowledge, techniques,
and equipment required for the achievement of necessary tasks and activities. Technical
skills can be developed through formal training in professional schools, on the jobtraining, or a combination of internships and apprenticeships (Mann, 1965).
Human-relations skills are necessary for supervisors to work with other people
effectively, such as subordinates, superiors, and supervisors at the same level. Humanrelations skills include an understanding of human behavior such as human motivation
and interpersonal relations. It is essential to human-relations skills, supervisors to
integrate the goals of the individuals with the goals of the organization, and to discover
the individuals' needs, and incorporate them with the organizational goals and objectives
(Mann, 1965).
Administrative competencies are similar to the conceptual skills discussed by
Katz, and they refer to the ability of supervisors to coordinate, and integrate the activities
and goals of their work-group, with the ones, of the organizational system, as a whole.
They include programming, planning, organizing the work, assigning the right tasks to
the right employees, giving them the right amount of responsibility and authority,
inspecting and following on their work, and coordinating the activities of different
employees and organizational departments (Mann, 1965).
Mann suggested the same skill mix as Katz; at the lower management levels
technical skills are more important, and at the higher levels, administrative skills are
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more important than technical. Human-relations skills are important at all levels of an
organization (Mann, 1965).
In addition, Mann (1965) made a distinction in the skill mix based on the stage of
the organization's life and the time dimension. In the first stages of the organization's
life, technical and human-relations skills are more important than administrative skills;
but as the organization grows and becomes more complex, administrative skills become
increasingly important. In the same way, during times of rapid change, e.g., technological
changes, technical skills become progressively important because specialized knowledge
and technical-analytical ability are required.
Katz and Mann, in the mid-1950s and 1960's conceptualized leadership in terms
of skills, and since then, many studies were conducted on managerial work and the types
of training needed in companies. Mintzberg (1973) observed managers on the job and
found that they use a broader spectrum of skills, such as facilitating, influencing,
coaching, negotiating and problem solving, than the traditional; directing and controlling.
Guglielmino, P. & Carroll A. (1979) empirically tested the Katz model. They
identified that the most important skills for mid-level managers were human skills,
conceptual skills came next in importance, and technical skills ranked last. Planning and
leadership skills were the most important for middle managers effectiveness and they
were followed by written and oral skills.
In the late-1990s, an empirical based skills approach received recognition in
leadership research (Northouse, 2007). Beginning in the early 1990s, a group of
researchers, with funding from the U.S. Army and the Department of Defense, developed
a comprehensive theory of leadership, based on testing a cross sectional sample of 1,800
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US army leaders, representing six grade levels, from second lieutenant to colonel
(Northouse, 2007; Mumford, Zaccaro, Connelly, & Marks, 2000).
The skills-based model of leader performance proposed by Mumford, Zaccaro,
Harding, Jacobs and Fleishman (2000) does not diminish the importance of traits. Within
this model, skills are in interaction with traits and experience. However, within this
model, the developed capabilities, referred to as knowledge and skills, are seen as having
a more direct and immediate impact on leader performance than traits, as they have
traditionally been conceptualized. Broadly speaking, the model proposes that leader
performance is based on three key types of capabilities: (1) creative problem-solving
skills, (2) social judgment skills, and (3) knowledge (Mumford, Zaccaro, Connelly, et al.,
2000; Mumford, Zaccaro, Harding, et al., 2000).
Creative problem solving is important because leaders are asked to solve novel
and ill-defined problems, because the organizational environment is changing constantly.
These skills can influence their performance and are usually required in upper level
leadership positions (Mumford, Zaccaro, Harding, et al., 2000).
Leaders must be able to define significant problems, gather information about
them, formulate ideas about ways to solve them, and, finally, build prototype plans for
solving them. These complex creative problem-solving skills involve a need for
expertise, on both, the nature of the problem, and the particular kind of leadership role
(Mumford, Zaccaro, Connelly, et al., 2000).
Effective leaders must be able to appraise the implications of different solutions to
problems, depending on the context of the organization that can be influenced by the
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internal and external constituents (Mumford, Zaccaro, Connelly, et al., 2000; Northouse,
2007).
In addition, to creative problem solving, effective leadership performance also
requires social judgment skills that are the ability to understand people and social
systems. Conceptually, social judgment skills are similar to the human skills of Katz
(Mumford, Zaccaro, Connelly, et al., 2000; Northouse, 2007).
Leaders must be able to understand, support, guide, and motivate subordinates,
and they must also communicate the vision of the organization. Therefore, it is important
to have social judgment skills that can be distinguished in four key social skills, such as,
perspective taking, social perceptiveness, behavioral flexibility, and social performance
(Mumford, Zaccaro, Harding, et al., 2000; Northouse, 2007).
Perspective taking means understanding the attitudes that the other constituents in
an organization hold towards a problem or solution and it can be affected by their
personal goals and perspectives (Northouse, 2007).
According to Zaccaro, Gilbert, Thor, and Mumford (1991), two components of
social intelligence, social perceptiveness and behavioral flexibility are critical leadership
qualities for the success of organizations in a dynamic and complex environment.
Social perceptiveness is a complex skill and it is the insight and understanding of
how others in the organization function, and what is important to them. Social
perceptiveness is the understanding of the distinctive needs, demands, and goals of the
different constituents of the organization (Northouse, 2007; Zaccaro et al, 1991).
Behavioral flexibility is for the leader to be able to change and adapt behavior
according to the demands of the situation. Flexible leaders are not dogmatic, but they are
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open and they can adjust depending on the new demands (Mumford, Zaccaro, Harding, et
al., 2000; Northouse, 2007).
Social performance skills include communication, persuasion, conflict
management, negotiation, and coaching. Persuasive skills may be used in getting
subordinates to espouse a vision, or a proposed solution plan (Mumford, Zaccaro,
Harding, et al., 2000).
To summarize, social judgment skills are about being flexible and understanding
others, their individual needs and motivations. Can leaders resolve conflict, and face
resistance? Do they have the people skills to promote change in the organization
(Northouse, 2007)?
Knowledge is the third competency suggested by the model of Mumford,
Zaccaro, Harding, et al. (2000) to effective problem solving and performance.
Knowledge is not only the accumulation of information, but also, the mental structures to
organize that information. To solve leadership problems, leaders must be knowledgeable
about the tasks at hand, the organization, and the people they work with. People with a lot
of knowledge are called experts, and they have more complex organizing structures
(Mumford, Zaccaro, Harding, et al., 2000; Northouse, 2007).
According to the skills model of Mumford, Zaccaro, Harding, et al. (2000), there
are four individual attributes; general cognitive ability, crystallized cognitive ability,
motivation and personality, that have an impact on the development of creative problem
solving, social judgment skills, and knowledge, the three requisite competencies
discussed previously (Mumford, Zaccaro, Harding, et al., 2000; Northouse, 2007).

25

General cognitive ability, or intelligence, is the individual characteristic that is
consistently, and most frequently, associated with effective leadership; it influences the
development of required skills, and ultimately, the effective leadership performance.
Intelligence is a trait, and it cannot be developed with experience. It includes information
processing, perceptual processing, general reasoning, memory skills, and divergent
thinking capabilities (Mumford, Zaccaro, Harding, et al., 2000; Northouse, 2007).
Effective leaders also need crystallized cognitive ability that is the store of
knowledge, and is learned over time, and experience. It includes the ability, to understand
and communicate in oral and written forms, and to exchange and manipulate information
in most problem domains (Mumford, Zaccaro, Harding, et al., 2000; Northouse, 2007).
Skills development and leadership performance demand motivation to learn the
skills and exercise them. The model suggests three characteristics of motivation. First,
leaders must be willing to deal with complex organizational problems and use the
problems as a medium for growth. Second, leaders must be willing to use influence and
consequently, exercise dominance. Third, leaders must be dedicated to social
commitment, and lead according to the society's long-term best interests (Mumford,
Zaccaro, Harding, et al., 2000; Northouse, 2007).
Personality is the fourth and final individual attribute in the model. Some
characteristics such as, openness, tolerance for ambiguity, and curiosity might motivate
leaders to solve novel organizational problems (Mumford, Zaccaro, Harding, et al., 2000;
Northouse, 2007).
When leaders exhibit the three competencies (creative problem solving, social
judgment skills, and knowledge) that are influenced by individuals (attributes,
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intelligence, crystallized cognitive ability, motivation and personality) then, they are
more effective in problem solving and overall performance (see Appendix I) (Mumford,
Zaccaro, Harding, et al., 2000; Northouse, 2007).
Problem solving is the cornerstone in the skills approach. Effective problem
solving includes finding solutions that are efficient, logical, and unique, and go further
than given information (Northouse, 2007; Zaccaro, Mumford, Connelly, Marks, &
Gilbert, 2000).
In the model, performance demonstrates how well leaders have done their job,
and the degree to which they have performed their duties. Their performance can be
assessed by performance reviews, merit raises, and recognition from superiors and
subordinates (Mumford, Zaccaro, Harding, et al., 2000; Northouse, 2007).
Finally, career experiences and environmental influences are the external factors
that can influence leaders' individual attributes, and competencies. Environmental
influences can impact problem solving and the overall performance (Mumford, Zaccaro,
Harding, et al., 2000; Northouse, 2007).
The skills approach of Mumford, Zaccaro, Harding, et al. (2000) suggests that
leaders are not made, nor they are born; instead their inherent potentials can be developed
by experiences facilitating them to develop skills needed to solve organizational
problems.
Mumford and his colleagues provide a similar, but more complex model of
leadership skills, than Katz and Mann, and describe how skills relate to effective decision
making and performance. Although skills are affected by the leaders' personal attributes,
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it is the leaders skills that make the difference when it comes to an effective or ineffective
leader.
The model of Mumford and his colleagues placed developed skills at the center of
successful leadership performance at all management levels, whereas Katz and Mann
suggested different skills for different management levels. The model is appealing to
anyone that is interested in becoming an effective leader because skills can be developed
and learned (Northouse, 2007).
The structure of the Mumford model is similar to the curricula of most leadership
education programs that include classes in conflict resolution, listening, teamwork, and
creative problem solving. This approach supports the importance for leaders to listen, to
solve problems creatively, and to have good conflict resolution skills (Northouse, 2007).
Some of the criticisms of Mumford model are that his model has low predictive
value, because it fails to explain how skills lead to effective leadership performance.
Furthermore, it is not a pure skills approach to leadership, because it includes traits, such
as, personality and intelligence that are inherent and cannot be developed. Finally, the
model was constructed based on observations made on a large sample of military
personnel during their armed services. Thus, the results cannot be generalized to other
organizations or populations and further research must be done (Northouse, 2007).
In recent years some additional competencies have been studied, including
emotional intelligence, systems thinking, and ability to learn. Emotional intelligence (EI)
was first used by Salovey and Mayer (1990) and it was defined as the ability of
individuals to monitor their own and others feeling and emotions, to discriminate among
emotions and to use this information to guide thinking and action. Emotional intelligence
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includes the precise processing of emotion-relevant information, e.g., facial expression,
and the ability to use emotions in reasoning in order to solve problems. For example,
individuals may be inclined to a certain level of intensity and reactivity but emotion
management skills determine how their emotions are dealt with or handled (Brackett,
Rivers, Lerner, Salovey, & Shiftman, 2006; Yukl, 2006).
Although limited research supports that EI is related to effective leadership, it is
important to mention that EI can be learned with intensive individual coaching, relevant
feedback, and a strong need for significant personal development (Chan, 2007; Goleman,
1995; Yukl, 2006).
Organizations are complex systems, and their different parts are interrelated;
thus, a change in one part of the system will affect the other parts. Leaders must be able
to think in terms of the organization as a system (systems thinking), and not only in terms
of their unit. They must consider these interrelationships when making decisions, and
when deciding for the organizational strategic planning. This approach is similar to
conceptual skills first discussed by Katz. (Katz, 1955; Yukl, 2006).
The ability to learn is similar to behavioral flexibility discussed in the skills
model of Mumford and colleagues. It is the ability to learn from mistakes and to be able
to adjust in different and evolving environments. It includes learning how to learn, and
self-awareness, that is an understanding of your own limitations and strengths (including
skills and emotions) (Mumford, Zaccaro, Harding, et al., 2000; Yukl, 2006).
Speitzer, McCall, & Mahoney (1997) in their research of international executives
discussed the importance of learning from experience and adapting to change that
involves traits and skills. Effective leaders must seek proactively opportunities to acquire
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formal and informal experiences, and to learn more about themselves, their organization,
their work place, and how these elements interact.
One of the most recent studies conducted by Mumford, Campion and Morgeson
(2007) examined, empirically, the nature of skill requirements, in a large sample of 1,023
leaders from junior, middle and executive management levels, and concluded that
cognitive, interpersonal, business, and strategic skills categories are empirically
distinguishable. The study suggested that cognitive skills would be needed the most,
followed by interpersonal, business and strategic skills. Finally, the study was titled
"leadership skills strataplex: leadership skill requirements across organizational levels"
because leadership skills were conceptualized as being layered (strata) and segmented
(plex). The study supported that leadership skills' requirements interact with
organizational level. For example, the amount of cognitive skills required at the junior
level is much higher that the amount of strategic skills needed at that level, and strategic
and cognitive skills were almost equally important at the senior level management
(Mumford et al., 2007). In this study leadership skill requirements were measured with
the Occupational Information Network (0*NET) scales developed by the U.S.
Department of Labor (Peterson, Mumford, Borman, Jeanneret, Fleishman, Campion, et
al.,2001).
Another interesting question is the degree to which skills are transferable from one
type of organization to another, because every industry has unique market, economic, and
technological characteristics. Familiarity, with products, procedures and practices,
organizational culture, and people, is acquired through a long-term exposure in the
organization (Yukl, 2006).
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Generally, it is difficult for a leader in higher echelons to change organizations, or
industries, when the new position demands extensive technical skills and a wide network
of external contacts. Research supported that companies perform better when their top
executives have been promoted internally, than been recruited externally, because of their
familiarization with the organizational culture (Kotter, 1982; Shetty & Peery, 1976).
The required mix of skills for effective leadership might not be the same for
already established organizations and new organizations, for organizations where the
environment is supportive and steady and organizations that are facing a competitive and
unstable environment. In the new era of globalization, as the pace of technological, social
and economical development increases, organizations and leadership must be able to
adapt to changes (Yukl, 2006).

Academic Leadership Research
There is a scarcity of research on leadership in higher education. A careful
examination of 5,000 citations in Bass' revision of Stogdill's Handbook of Leadership
reveals that most of the research has been conducted in business organizations with a
secondary emphasis on the military and on government agencies (Vroom, 1984). There is
undoubtedly a number of possible explanations for this omission. This is perhaps
partially because university leaders have not been as receptive to studies about what they
do (Vroom, 1984) and partially because there are many more non-educational
organizations in which to study leadership.
Lucas (1994) made a distinction between leadership and administrative
responsibilities of department chairs in higher education. Among their leadership
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responsibilities were providing a vision and empowering others to move towards the
completion of this vision, creating a supportive communication climate, motivating
faculty to enhance productivity, increasing research, improving teaching, committing to
more service, handling faculty evaluations, and managing conflict. Department chairs
should also be able to manage effectively their stress level and time. Department chairs'
administrative functions included day-to-day departmental operations such as scheduling
teaching assignments, managing the budget, faculty and office personnel.
Wolverton, Gmelch, Wolverton, and Sarros (1999), have built on Lucas and others'
research and did a comparison of department chairs tasks in Australia and the United
States; they did not make a distinction between leadership and administrative tasks like
Lucas (1994). American department chairs' tasks included: (1) resource management,
defined as managing department resources and non-academic staff, keeping accurate
records, and preparing the budgets; (2) faculty leadership tasks, such as, encouraging
faculty research, publications, and professional development, and department leadership
tasks, such as, maintaining a positive work environment and setting long-term
departmental goals; (3) personal scholarship tasks, e.g., obtaining resources for personal
research, and remaining current in the academic discipline; (4) resource development
tasks that enables selecting and supervising graduate students; and (5) faculty
development tasks that aim in recruiting and selecting faculty and faculty performance.
Murry and Stauffacher (2001), surveyed faculty and administrators from different
disciplines such as, mathematics, psychology, and arts and humanities, and their findings
demonstrated that depending on the discipline, different skills and behaviors are deemed
important for department chairs. Psychology and mathematics agree that effective
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department chairs promote research and scholarly activity in the department. Arts and
humanities (theater department) wanted their department chairs to foster open
communication, respect, and mutual trust among faculty and staff (Murry & Stauffacher,
2001).
Performing housekeeping tasks and necessary paperwork are not skills that portray
an effective department chair. Effectively communicating department needs to the dean,
encouraging open communication among faculty, and displaying integrity and ethical
behavior are skills and behaviors that contribute to the leadership effectiveness.
Significant differences were also found between males and females (Murry &
Stauffacher, 2001).
Academic department chairs function as leaders when they focus on the mission,
vision, engagement, and adaptability of the organizational culture. Mission refers to the
purpose and direction of the department; its reason for being. Vision represents the
aspirations and ambitions of the department; involvement reflects the engagement of
colleagues in achieving the mission and vision of the department and adaptability refers
to the ability of colleagues to respond to workplace changing demands (Bowman, 2002).
He further suggests that "the real work of academic chairs demands a diverse set of
leadership capabilities: well-honored communication skills [such as listening deeply to
colleagues and students with empathy and curiosity], problem-solving skills, conflictresolution skills, cultural-management skills, coaching skills, and transition-management
skills" (p. 161). Academic chairs as leaders must strive to make colleagues' strengths
efficient and their weaknesses irrelevant.
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An important study in higher education leadership was the 'roles and challenges of
deans' conducted by Montez, Wolverton, and Gmelch (2002). They studied a sample of
1,370 academic deans of colleges of education, business, liberal arts, and nursing, in the
United States that participated in a survey. Their greatest challenges that deans selfreported were: (1) fiscal, including budget and finance, allocation and use of resources,
internal and external fundraising; (2) administration, including public and legislative
accountability, working with top administration, long-range planning, community
outreach and reorganization; (3) curriculum and program development, including
development of curricula and programs, dealing with unprepared students, recruiting high
quality students; (4) faculty, including recruiting and retaining faculty, dealing with
difficult personnel, moving faculty toward change; (5) technology, including distance
learning, upgrading technology; (6) personal balance, balancing personal and
professional lives, attaining personal goals; and (7) diversity of faculty and students.
Finally, the authors suggested that deans must not act alone; they must embrace shared
leadership and hire business managers and staff to support them in their work.
Carroll and Wolverton (2004) discussed the challenges of department chairs. They
found that new department chairs do not face the same challenges as seasoned chairs that
experience stress from having to deal with conflict management, with limited time frame
imposed by deadlines, and limited financial resources. Additionally, they face the
challenge of having to retain active research and publishing record. They feel that they
are not recognized for their effort, and they cannot understand how they are evaluated.
They believe that they need more training in how to handle their job more effectively in
contrast with new administrators.
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Bryman (2007) conducted a meta-analysis from peer-reviewed publications between
1985 and 2005, in three countries, the United Kingdom, the United States, and Australia,
with the majority of publications originating in the USA. He identified 13 forms of
leadership behavior that were associated with departmental effectiveness in the United
States; (1) developing clear sense of direction and strategic vision, (2) preparing
department arrangements, e.g., continuous planning of curricula, to facilitate the direction
and strategic vision, (3) being considerate, i.e., build relationships of trust, warmth, and
mutual respect between the leader and the followers, (4) treating academic staff fairly,
equitably, and with integrity, (5) being trustworthy and having personal integrity, (6)
allowing the opportunity to participate in key decisions, encouraging open
communication, (7) communicating well about the direction the department is going, (8)
acting as a role model and having credibility, (9) creating a positive and collegial work
atmosphere in the department, e.g. by creating a climate of trust and mutual respect, (10)
advancing proactively the department's standing and profile with the university and
beyond, (11) providing feed-back on performance, (12) providing resources for and
adjusting workloads to stimulate scholarship and research, particularly in researchoriented departments and universities and (13) making academic appointments that
enhance department's reputation, especially for departments and universities with strong
research traditions.

Leadership in Hospitality
Hospitality researchers had somewhat neglected leadership as a subject of study
(Pittaway, Carmouch, & Chell, 1998). Prior to 1990, research relating to leadership in the
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hospitality industry was limited. Since then, however, numerous studies have been
conducted in several segments of the hospitality industry.
Tracey and Hinkin (1996) examined how transformational leaders lead in the
hospitality industry and found that transformational leadership has a significant impact on
the perceptions of subordinate satisfaction with the leader and leader effectiveness.
Pittaway, et al (1998) conducted a conceptual study of understanding the leadership
theory in order to help improve the leadership research to the hospitality industry.
Brownell and Chung (2001) discussed how a graduate hospitality program can implement
a competency-based management development program to develop graduate students in
future successful hospitality leaders.
Numerous other studies described keys, secrets and qualities of hospitality leaders in
the food industry, the lodging industry, and club industry (Cichy, Cha, & Kim, 2007;
DiPietro, Murphy, Rivera & Muller 2007; Fjelstul, 2007).
One of the most recent studies in hospitality leadership was the identification of five
essentials of private club leadership; innovation, vision, inner values, stewardship and
communication (Cichy, Cha, & Knutson, 2004).
Although leadership research in hospitality industry is done fairly frequently, studies
of leadership in hospitality management education are extremely sparse. Tesone (2005)
presented a model for hospitality academic leaders at the level of deans and directors, as a
catalytic agent attempting to bring institutional change; three cases of deans starting up or
expanding a hospitality program were discussed. Brownell (2005) researched how
assessment centers can be designed to predict leadership in hospitality based on the
ability to respond to change, to foster trust and to create inclusive work environments.
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Lalopa, Woods, and Liu (2002) analyzed self-reported data from 175 department
chairs and discussed the demographics of hospitality management education leaders, the
nature of their job, and the future trends in hospitality and tourism education. The
majority of the respondents in their study was Caucasian middle-aged men with industry
experience and had an earned Master's degree. However, the results of a recent study
conducted by Ayoun and Palakurthi (2008) that examined seventy-four doctoral students
in U.S. hospitality programs, demonstrated that the ratio of women to men was 2:1 and
Asian doctoral students represented 40%, while Caucasian 47% . This indicates that there
might be a change in tomorrow's leadership demographic trends.
Jones-Ferree (2007) findings demonstrated that hospitality education leaders pursue
personal prominence and power, seek equality, and encourage teamwork. In contrast with
the majority of surveys in higher education, hospitality education leaders were
conservative and did things correctly, which supports the fact that they are effective
leaders.
This study attempts to go further and fill the gap in the existing literature on the
subject by comparing and contrasting the opinions of faculty and administrators about
leadership skills and challenges in hospitality management education.
We divided our study into four important areas: demographics of hospitality
management education leaders today, skills necessary to become an effective leader in
the field, challenges these leaders face, and opinions about employing managers instead
of academics for academic leadership positions.

37

Differences between Scholar and Administrative Roles
The majority of doctoral students want to complete their studies and become faculty
without having the aspiration to undertake administrative positions. However,
traditionally, faculty assumes academic leadership positions (Strathe & Wilson, 2006).
Frequently, faculty members do not choose to become department chairs. Rather
they do it because it is their turn, or because the dean and their colleagues believe that
they would be good department chairs, or even worse, when nobody else seems to be
available to assume this position. This translates, to less teaching responsibilities, more
administrative duties, and a partial or full appointment for the summer (Strathe & Wilson,
2006; Wolverton & Gonzales, 2000).
Successful and experienced department chairs are then encouraged to seek
associate or assistant dean positions where they would get more administrative
experience by working with multiple disciplines, managing a larger budget, and
representing the unit outside organization. If they continue to be successful they will seek
deanship positions. At this point they would have accumulated significant experience in
managing personnel, such as faculty and staff, in budget development, in resource
allocation, and in academic policy development and implementation. Successful deans
can bring true change, and they can move to central office academic affairs
administrative positions (Strathe & Wilson, 2006).
The preparation and the skill development of higher education administrators are
almost non-existent and it is mainly on-the job training. Faculty, during their doctoral
studies, mainly, focuses in research, and they have little or no experience, in higher
education teaching. Thus, their academic education promotes independent work because
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the environment supports studying long hours independently in libraries and desks. There
is limited collaborative experience depending on the instructors' syllabus, or the research
needs, e.g., the instructor might request a team project for the class (Strathe & Wilson,
2006).
Other changes that come with the transition from faculty duties to administrative
duties are: (1) from solitary to social, because department/school/college goals cannot be
achieved alone but in cooperation with the faculty and staff; (2) from autonomy to
accountability to upper administration and faculty; (3) from private to public, as it is
important for administrators to be accessible throughout the day to the many publics
administrators they serve; (4) from professing to persuading, because administrator teach
less or not at all and spend more time in practicing the art of persuasion and compromise
(Gmelch & Miskin, 1993).

Educational Leadership Development Programs
Research supports the necessity for formal training for administrators in higher
education. Hammons and Wallace (1977) found that 69% of department chairs had
received no pre-service training form their predecessors, 82% had received none from
their supervisors, and 93% reported no pre-service assistance from colleagues. Academic
institutions should establish leadership programs for prospective and new administrators.
They could be offered on campus, and through partnerships with other academic
institutions (Creswell, 1979; Carroll & Wolverton, 2004; Smith & Stewart, 1999).
There are formal paths that a future administrator can choose. For those that can
have the support of their institution, there are private institutes such as Harvard programs,
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HERS program at Bryn Mawr College, and national associations such as the American
Association of State Colleges and Universities, the National Association of State
Universities and Land Grant Colleges, and the American Council of Education (ACE)
(Strathe & Wilson, 2006).
ACE Fellows program started in 1965, and prepares vice presidents, deans,
department chairs, and faculty for academic leadership positions. One important
component of the program is that ACE Fellows spend a considerable time shadowing
administrators in high academic positions, and learning first hand strategic planning,
resource allocation, policy formulation and other issues. Moreover, they take part in key
meetings and events, and take on special projects and assignments. Finally, they
participate in three week long national seminars, and improve their leadership by
observing and doing (ACE Fellows Program, 2007).
The drawbacks of the discussed programs are that often they demand fellows to
relocate, making it difficult especially to those that have families and limited resources.
Furthermore, many institutions are hesitant to cover for the salaries and costs of the
program during the training of the fellows.
Another more realistic professional development scheme to strengthen the
leadership performance of future academic leaders is to attend internal institutional
administrative preparation programs that are designed to provide more structured
experiences and more formal mentoring opportunities (Strathe & Wilson, 2006).
An example is the University of Northern Carolina where an invitation to
participate in a year-long professional development opportunity is sent to faculty, staff,
and administrators on campus that are interested in improving their leadership and
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administrative skills. Fellows must commit a half-day per week, every week, toward
activities for the program such as workshops that include personnel and fiscal
management, using institutional data for decision making, managing conflict, personal
wellness, diversity in the workplace, managing external connections, program
improvement through accreditation and assessment, and career development. Moreover,
fellows are asked to participate in selected university governance meetings e.g. a trustee
meeting, the council of deans. During the first semester, they are required to shadow
three or four administrators assigned by the program directors. During the second
semester, fellows are matched with one single mentor and they shadow him/her a half-aday every week for approximately ten to twelve weeks (Strathe & Wilson, 2006).
Institutionally based programs do not demand financial resources but they are
time intensive for the fellows and the mentors. It is worthwhile mentioning that graduates
from this program assumed administrative positions on the campuses where the programs
have occurred, as well in other institutions (Strathe & Wilson, 2006).
It is imperative that faculty with no prior or little leadership experience are trained
before assuming academic leadership positions and institutional based programs are an
effective and feasible way to strengthen their leadership skills necessary to be successful
leaders.
While in higher education there is no mandatory leadership development for
administrators, it is worthwhile mentioning that in primary and secondary education new
and current administrators are required to go through leadership development. New
administrators such as principals, assistant principals, deans of students, directors, and
coordinators, after they get the state endorsement on license they must attend a 16-week
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educational leadership development program that teaches the new administrators
instructional, community, and visionary leadership (Clark County School District, n.d;
Paula Matte, personal communication, December 14,2007).
New administrators must complete within the first two years of their employment
eight classes in leadership development (four required and four electives) such as how to
learn to budget and how to support their staff. For the state of Nevada, the training takes
place in Clark County School District. Recently, the County is considering an on-going
leadership instruction of current administrators because the academic environment is
changing and administrators need to stay updated with those changes (Paula Matte,
personal communication, December 14,2007).

Business and Higher Education
Higher education institutions and businesses are organizations that have mission
statements, employees, customers, management systems, physical assets, and depend on
external support. "Higher education has the same operating characteristics as a bank, an
airline, or a restaurant. The fact is that we do have customers; we provide them with a
service and an exchange takes place" (Seymour, 1993, p. 128). Higher education
organizations' survival depends on producing what the customer needs, and education is
a commodity available in the open market (Birnbaum, 2000).
Although there are similarities there are also differences. Businesses focus on the
bottom line, and are directed by professional managers who are market sensitive,
customer-oriented, and focus on innovation and productivity. On the other hand, colleges
and universities have intangible outcomes, appear to be unrealistic with economic facts,
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and they are directed by professional scholars who haven't received a formal managerial
training but they are being trained on-the job. Management in academia has a negative
connotation and instead the term administration is used. This might be attributed to the
dictum "leaders do the right thing and managers do things right" (Birnbaum, 2000).
People tend to use the terms manager and leader interchangeably. However,
managers and leaders can be different. Leadership is one of the five management
functions that include planning, organizing, leading, staffing and controlling. There are
successful managers that are not considered leaders and vice versa (Lussier, 1993).
Often, leaders are asked to solve novel problems because they develop answers to
new and changing situations. However, managers must respond to routine managerial
problems, e.g., business projections (Nutt, 1984). Leadership, as opposed to management,
involves attempting to bring desired or undesired change (Knight & Trowler, 2001).
Woods and King (2002) explained that leaders support people and engage in
continuous improvement and on the other hand managers control results and foster
stability. Leadership is an influence relationship and an episodic affair where
management is an authority relationship and is done continuously.
According to Birnbaum (2000), the distinctions among leadership, management,
and administration, in higher education, are more of a degree than of kind. In higher
education good leaders often possess good management skills and good managers have
leadership capabilities.
Business leaders believe that higher education organizations can become more
productive and efficient by adopting business practices. However, faculty believe that the
mission of higher education is so much different from the mission of businesses, that they
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have little to learn from business (Bimbaum, 2000). "We have heard it all before: if we
could just run our universities as General Motors is managed, most of our educational
problems would vanish" (Bailey, 1973, p. 8). One former college president that has also
served as a corporate CEO noted that in all his years in higher education, he has never
heard a dean, a faculty member, or anyone else responding "whatever you say Chief;
nevertheless, in business it is common to hear (Iosue, 1997, p. 10).
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CHAPTER 3

METHODOLOGY
Introduction
The purpose of this research is to extend the existing knowledge of the required
skills for effective leadership in hospitality management higher education, and to study
the challenges that leaders face in today's competitive environment. The precedent
chapters presented an introduction to the current study and comprehensive literature
review detailing the existing studies on leadership and providing the basis for studying
leadership skills in higher education. This chapter outlines the methodology used to
examine the similarities and differences in the perceptions and opinions of faculty and
administrators about the skills and challenges that effective leadership in hospitality
management education requires.
This study reports on an exploratory study of hospitality management education
leadership issues, since it is one of the first attempts to examine the required skills that
administrators in hospitality higher education can develop for becoming better leaders.
We chose to employ qualitative research methods as a productive and in-depth approach
in an exploratory study (Flick, 2006).
This study attempts to answer the question of what makes a college administrator an
effective leader. The findings would help with the selection and development of good
administrators that would be able to lead efficient hospitality programs.
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Research Questions
The following research questions provided the framework for data collection and
analysis.
1. Please, describe the skills that leaders/administrators (e.g. deans, department
chairs) in hotel management education must have in order to be effective?
2. Please, describe the challenges leaders/administrators have?
3. Would it be better if colleges hired professional managers instead of academic
Department chairs and Deans? Explain why or why not.

Population and Sample
This study was interested in a purposive sample where a group of people was
intentionally sampled that could best inform the researcher about the research problem
under examination (Creswell, 2007).
This group consisted of both administrators and faculty of the hospitality
management education. The researcher was interested in identifying existing similarities
and differences between the two groups; administrators' perceptions and faculty's
perceptions since they are the stakeholders and evaluators of leadership effectiveness
(Gay, Mills, & Airasian, 2006).
Purposive criterion maximum variation sample was used where even a small
sample of great diversity yields significant findings (Merriam, 1998). The selected cases
were based on two criteria, the position of the participants, i.e., active faculty and
administrators in hospitality management higher education, and the place of their
employment, i.e., working for higher educational institutions located in the United States
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(Merriam, 1998; Miles & Huberman, 1994). Because the study was a multi-case study it
employed a maximum variation sampling, including a sample of great diversity,
considering the different ages, genders, job positions, teaching and administrative
experience, and the educational institutions of the participants-cases (Merriam, 1998).
In an effort to select representative cases that showed different perspectives of the
problem and capture the diversity of educators in terms of institutions, positions, and
demographics, the International Council on Hotel, Restaurant, and Institutional Education
(I-CHRIE) list of educators of Baccalaureate or/and Graduate degrees institutions was
used, that included at the time of the study, 236 members. I-CHRIE is the professional
association that facilitates the exchange of information, ideas, and research, related to
education, among educators and practitioners (International CHRIE, 2008). Therefore,
the individuals who chose to be members of this association might have been more
involved in hospitality education matters than non-members, and potentially could have
provided more in depth information. However, the shortcoming of the list was that
several institutions were not members of I-CHRIE, resulting in the exclusion of their
members' opinions and perspectives.
A probability sample when compared to a purposive sample might have included
retirees and unemployed faculty and administrators that might not have an active e-mail
account. With the purposive sample of the I-CHRIE list was easy to identify active
faculty and administrators. Furthermore, members of I-CHRIE tended to be more
involved in hospitality academic matters than non-members.
This study used a multi-case studies approach, that was the study of multiple
individuals that each was defined as a case that examined individual opinions about what
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hospitality management education leadership is today. This research examined two main
case studies with multiple cases each; a faculty case study with 29 sub-cases, and an
administrators' case study with 21 sub-cases (Creswell, 2007; Stake, 1995).

Instrument
A pilot study was conducted to refine data collection plans and develop relevant
lines of questions. These pilot cases were chosen based on access, convenience and
geographic proximity. The sample was purposive because the participants were
intentionally selected based on gender, age, and ethnicity criteria. Eight participants, four
faculty, and four administrators, from a four-year hotel college in a university located in a
major metropolitan area, pre-tested the initial questionnaire. Research subjects included a
college dean who had 20 years of teaching experience and 22 years of educational
leadership experience, three department chairs who had an average of 24 years of
teaching experience and 19 years of academic leadership experience, and four faculty
members with an average of 17 years of teaching experience. All were tenured except
two faculty members who were on a tenure-track.
The questionnaire consisted of two parts. The first part included demographic
questions that were highly structured, while the second part utilized semi-structured,
open-ended questions, about leadership skills and challenges in hospitality management
education.
During the pilot study, a triangulation of two techniques, face-to-face interviews
and observation were used in data collection. Eight in-depth interviews were conducted.
Observations were used in this exploratory research in order to triangulate information
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from interviews. Observations were conducted at social events, executive committee
meetings including both the dean and department heads and other academic events. These
observations were used to determine whether the participants "walked the talk" described
in their interviews.
The pilot study was presented at the 2008 I-CHRIE conference in Atlanta,
Georgia for improvements and suggestions. During this study a third open-ended
question was identified and deemed important by the participants and the researcher and
hence was added in the final questionnaire. This question asked about the participants'
opinion about their preference in hiring professional managers instead of academic
department chairs and deans for leadership college positions.
The final questionnaire that was used for the current study consisted of two parts.
The first part included demographic questions that were highly structured, while the
second part utilized three semi-structured, open-ended questions about leadership skills,
and challenges in hospitality management education and opinions about hiring
professional managers instead of academics in academic leadership positions (see
Appendix I).

Data Collection
Due to the geographically dispersed sample, for the current study the researchers
decided to e-mail the questionnaire to all two hundred and thirty six members of the ICHRIE list. The sampling frame had access to technology and specifically had internet
access and e-mail accounts, that were provided by the I-CHRIE list.
We chose not to employ telephone interviews because of the challenge to make
special arrangements needed to record the respondents' answers and then transcribe their
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open-ended questions that could have been very time consuming; five to six hours for
every hour of speech (Bryman, 2001). Furthermore, telephone interviews had proven
difficult to arrange a mutually convenient time to conduct the telephone interview
(Bampton & Cowton, 2002).
E-mail administration
Subjects were first contacted by e-mail. A cover letter was sent providing a brief
introduction and purpose of the study, and with the questionnaire attached as a Word
document, explaining the importance of the research to the participants, offering an
incentive to complete the questionnaire, and assuring them that their names and answers
would be kept confidential. Promptly, upon receipt of the complete questionnaire, the
participants would receive a thank you letter and a web site where they could receive
information on hotel rooms' rates, and print discount coupons for shows, exhibitions and
several attractions in Las Vegas. After three weeks a reminder email was sent to the
participants that had not sent their questionnaire to the researchers kindly reminding them
to participate in the research.
When interpretations and clarifications were needed, a second or more e-mails
were sent to clarify the content of the answers on the initial questionnaire; thus,
establishing interaction between participants and researcher. The use of e-mail as a
delivery tool of the questionnaire to the respondents had advantages and constraints.
Advantages of e-mail administration.
The advantages of an e-mail survey are the following: (1) the speed of data
collection was almost instantaneous when compared with other methods, like the mail
survey, and it was available 24/7; thus, participants could fill in the questionnaire at their
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own convenience, and had the time to reflect on their answers; this was an asynchronous
form of online interviews (non-real time interviews) (Flick, 2006); (2) e-mail surveys
had a high geographic flexibility because they could reach every respondent in the
sampling frame; (3) the respondents cooperation varied depending on their work-load and
their personal agenda, that was why it was important to follow up with a second reminder
e-mail; (4) the versatility of questioning was extremely high because the questionnaire
design was adjusted accordingly; (5) there was not interviewer's influence on the
participants answers because there was a minimal contact between the researcher and the
participants; (6) compared to mail surveys the cost was low because no paper or postage
was used; (7) when compared to mail survey or interview there was no need for
transcribing the results, thus, the researcher saved time in processing results and
tabulating data. The qualitative software Atlas.ti was used so it was fast and easy to
import the existing Word documents into the software and start the analysis.
Disadvantages of e-mail administration.
The constraints of the e-mail survey are several such as; (1) the possibility of respondents
misunderstanding the questions was high because the interviewer was not present to
explain more in detail the questions. The solution was to read the answers as soon as the
participants emailed back their complete questionnaire to the researchers, and follow up
by e-mail or by telephone in case there was a misunderstanding of the questions or an
incomplete questionnaire; (2) in an e-mail survey the respondents could be either
anonymous or known. In this research because the I-CHRIE list was used, only
confidentiality was ensured; (3) some participants could not open the word format
questionnaire attachment, therefore a suggestion would have been to send it in several
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other formats like PDF file, WordPerfect file or as a link to a Web site, (4) there was nonrandom nature of sample, only respondents that had access to a computer could fill in the
questionnaire, however everyone in the I-CHRIE list had internet access and generally,
faculty and administrators in the hospitality nianagement education have an e-mail
account and internet access that is required by their institution, (5) there was no way of
distinguishing non responses from undelivered e-mails. Thus, there might have been
problems that were associated with respondents and institutional spam/virus filters to
delete unexpected e-mail. Moreover, the inclusion of the word "questionnaire" in the
subject heading might have been problematic and been subjected to exclusion by spam
filters (Hartford, Carey, & Mendonca, 2007; Zikmund, 2003).
Response.
The first e-mailing of the questionnaire was sent in February 14 and 15, 2007 to
118 email accounts of the I-CHRIE list that offered Baccalaureate and/or Graduate
degrees. A reminder email was sent in March 11, 2007, resulting in an overall of 22
responses. Since the response rate was low, a second round of emails was sent in March
22, 2007 to the rest of 118 members of the list. This second round resulted in 28
completed questionnaires. There might have been a strong possibility that the recipients
never opened these emails because they might have been ended in their junk mail boxes.
Thus, it is not possible to estimate the true response rate of the participants, because this
rate includes the participants that opened the email and they chose not to complete the
questionnaire (true non-response rate), and the ones that never opened the email because
it ended in their junk box. A total of 50 responses were received and included in the
analysis of data. The people that opened the e-mail and chose not to complete the
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questionnaire might have been retirees, between different jobs, unemployed, extremely
busy to complete the survey or they did not have long-term perspectives.

Data Analysis
This study included two parts; the analysis of the demographic profile of the
participants and a multiple case study that incorporated the within-case analysis, and the
cross-case analysis. The within-case study involved the analysis of data within the case,
providing a description of each case and themes within it (Creswell, 2007). Specifically,
researchers analyzed the answers of each participant individually, including the required
skills for administrators, the challenges they face and their opinions on hiring managers
instead of academics for leadership positions. After the within-case analysis was
completed, cross-case analysis begun and involved the discovery of similarities and
differences within the two groups, faculty and administrators. Hence, researchers
compiled the required skills and challenges they confront that individually the two groups
discussed (Merriam, 1998). It was imperative to understand the differences of opinions
between those two groups in order to evaluate their points of antithesis and agreement.
The Statistical Package of the Social Sciences (SPSS 14.0) was used to run
descriptive statistics and provide with the demographics of the sample including
frequencies and percentages. The qualitative software, Atlas.ti, facilitated the content
analysis of the 50 cases. Atlas.ti enabled the researcher with the coding and comparison
of segments of information, and the organization of codes hierarchically, so that smaller
codes/categories were placed under larger units, such as themes. For example, what kind
of skills were identified and classified under specific skills' categories. Furthermore, it
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helped with the graphical representation of the different taxonomies and how different
concepts were linked together. Both quantitative and qualitative content analyses were
performed. Qualitative content analysis analyzed text with text (e.g. themes/codes) and
quantitative reported the frequencies with which a given concept appeared in the text,
suggesting the magnitude of this concept (Berg, 2001).
Development of Taxonomy
The study applied a combination of a priori and emerging coding. The a priori
codes were the pre-existing codes that were used based on the taxonomy of the leadership
skills strataplex (Mumford, Campion & Morgeson, 2007). Moreover, emerging codes
were also employed, that appeared during the analysis of data, in attempting to not limit
the analysis to pre-figured codes (Creswell, 2007).
This approach was abductive, a combination of deductive and inductive analysis.
Specifically, the abductive research started deductively with an existing categorical
scheme; the leadership skills strataplex. Yet, because the categories did not fit the data
the researcher developed categories inductively, such as personal values and
general/leadership skills, that were grounded in the data, in an attempt to slot various
units of content and fit best the data (Berg, 2001). The objective was the development of
the existing theory, rather than its confirmation (Dubois & Gadde, 2002).
The data collected were entered as Word documents into Atlas.ti. Based on the
three main questions of the second part of the questionnaire, three main themes/headings
emerged from the questions: (1) leadership skills; (2) leadership challenges in academia;
and (3) opinions about hiring professional managers instead of academic department
chairs and deans. The above themes were analyzed within the cases of faculty and
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administrators and finally faculty and administrators opinions were compared and
contrasted in terms of similarities or lack thereof.
Validity and reliability
Construct validity, was enhanced because the questionnaire was tested through a
pilot study, where participants representing faculty and administrators validated if the
questionnaire was measuring the constructs in question; required leadership skills for
effective leadership, and challenges of administrators in hospitality management
education. Moreover, the current study used (50) multiple sources of evidence and had
(7) key informants reviewing the case study report (through the focus group that is
analyzed below) (Yin, 2003).
External validity was improved because the study used multiple case studies and
the selection of the sample was purposive, in an attempt to choose representative cases of
the population of faculty and administrators in the hospitality management education in
the United States (Yin, 2003).
Nevertheless, the aim of this qualitative study was to develop naturalistic
generalizations, from analyzing the data, where other academics could apply these
findings in their own circumstances, either as a theoretical framework for a new study, or
in real life situations. "Users" could learn from the cases, but they had to be mindful if
the circumstances of this study were similar to the circumstances that they were involved
in, such as subjects, setting, and procedures (Creswell, 2007; Hellstrom, 2008).
Reliability was finally partially established because a detailed description of the
procedures of the study was provided so any later investigator could replicate the study
(Yin, 2003).
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After the first phase of the collection and analysis of data using an e-mail survey
was completed, the researchers deemed important to conduct a focus group to examine in
depth the findings of the first question "required leadership skills for effective
leadership."

Focus Group
Purpose
The purpose of the focus group was to have an in-depth discussion about the
differences and similarities between the opinions of faculty and administrators as they
were developed from the analysis of the data about the required skills that made
successful administrators. Furthermore, key informants reviewed the case study report in
an attempt to establish better construct validity. The participants of the focus group were
similar, all academics, and cooperative with each other, and thus, the choice to employ a
focus group yielded the best kind of information (Creswell, 2007).
Population and sample
The population of the focus group included the participants of the initial study
because they were already involved in the study and were also familiar with its purpose
and questionnaire. However, their geographical disparity, created a challenge for the
administration of the focus group. The conference of I-CHRIE served as the solution to
that challenge since it is a venue where its members meet every year. Therefore, all 50
respondents were contacted by email, three months prior to the conference, and were
asked if they would participate in the conference and consequently in the focus group.
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Seven agreed to take part in the hourly focus group that took place at the hotelconference center in Atlanta, in July 30, 2008.
Instrument and data collection
The discussion during the focus group was the result of the analysis of the question
'required skills.' At the beginning of the session, a questionnaire requesting information
about their demographics was given. The guide of the questions was emailed to the
participants a month prior to the conference. A second email was sent a week before the
event reminding them of the time and place of the venue; including also the questionnaire
as an attachment. The following topics were discussed during the focus group (see
Appendix II):
1. Discuss if the group agrees or not and why, with the results of the analysis of the
e-mail survey findings that showed that both groups, faculty and administrators,
rated communication skills as the most important skills, and then discuss ways to
achieve effective communication between faculty and administrators (see Table
16).
2. Discuss the differences between equity and fairness. Do you think that there are
similar or different concepts?
3. Why do you think fundraising was not on the top leadership skills according to
administrators, in contrast with faculty responses? Nowadays, all levels of
leadership must do fundraising e.g. department chairs?
4. The majority of respondents in the e-mail survey agreed that having department
chairs and deans instead of professional managers is more appropriate to lead
academic institutions. Discuss these findings.
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5. Comment on the results of Table 16.
The researcher facilitated the flow of the discussion and used two digital tape
recorders for documentation.
Analysis
The data collected from recording the focus group were transcribed and content
analyzed. Emerging coding was used because categories were formed during the coding
process. The qualitative software Atlas.ti was used for the content analysis of the
transcript.

Summary
The preceding chapter outlined the methodology of the current study, including
population, and sample selection, instrument development and pilot study, data
collection, and a summary of analysis conducted. The following chapters will present the
results of the data collection, the discussion, conclusions and future research.
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CHAPTER 4

RESULTS AND ANALYSIS
Introduction
Chapter 4 presents the results and findings of the analysis conducted for this study. It
is divided in three sections based on the analysis of the results of the three main research
questions.

Research Question 1
This section presents the results of the data in relation to research question 1,
"Please describe the skills that leaders/administrators in hotel management education
must have in order to be effective." This section is divided in two parts; (1) Results of the
e-mail survey, (2) results of the focus group.

Results of the E-mail Survey
The e-mail questionnaire analysis includes: (1) profile of sample population; coding;
aggregate opinions; faculty's opinions; administrators' opinions; and similarities and
differences between faculty and administrators.
Profile of sample population
The sample frame for this study included faculty and administrators in hospitality
management education. Out of 236 participants selected from the I-CHRIE list of the
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institutions that offer Baccalaureate and/or Graduate degrees, 50 email responses (29
from faculty and 21 from administrators) were received for an overall response rate of
21.19%. Personal and professional information is summarized in Tables 1 and 2
respectively.

Table 1
Summary Profile of Sample Frame: Aggregate Personal Information (N=50)
Demographics

N

%

Male

31

62

Female

19

38

26-35

2

4

36-45

19

38

46-55

13

26

56-65

14

28

2

4

40

80

Asian Am./Pacif.Isl

6

12

African American

1

2

Other

3

6

Gender

Age

>66
Ethnicity
White
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Table 2
Summary Profile of Sample Frame: Aggregate Professional Information (N-50)
Demographics

N

%

1

2

Assist. Professor

11

22

Associate Professor

12

24

Professor

5

10

Assist. Prof/Assoc.Director

1

2

Instructor/Director

1

2

Senior Lecturer/Director

1

2

Assist. Prof/Director

5

8

Assoc. Prof/Director

2

4

Professor/Director

1

2

Assist. Prof/Chair

1

2

Associate Prof/Chair

3

6

Professor/Chair

3

6

<5 years

6

12

6-11

10

20

12-17

18

36

18-23

8

16

>24

8

16

Position
Lecturer

Teaching Experience

61

Demographics

N

%

Leadership experience in academe
<5 years

18

36

6-11

11

22

12-17

2

4

18-23

2

4

>24

1

2

N/A

16

32

Leadership experience outside academe
<5 years

11

22

6-11

16

32

12-17

8

16

18-23

6

12

>24

4

8

N/A

5

10

Note. * This position has only administrative duties

The majority of participants were male (62%), White (80%), and 92% were between
36 and 65 years old (see Table 1). Faculty represented 58% of the sample with 46% of
the faculty members holding the positions of assistant and associate professors. 18% of
the sample held directory positions, 14% chair positions and 8% were associate deans.
The majority of the respondents (72%) had a cumulative teaching experience between six
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and 23 years. A considerable part of the sample (32%) did not have leadership experience
in acedeme, and 36% had the minimum experience, that was less than five years (see
Table 2). Finally, the big majority of the respondents (90%) had leadership experience in
the industry (outside academia), when compared with only 68% of respondents that had
academic leadership experience (see Table 2).
Table 3 and 4 summarize the demographics of administrators and faculty
respectively. Male and female administrators are equally represented with 90% falling
between the age category of 36 and 65. Eighty five percent of the administrators were
White, and 10% were Asian American/Pacific Islanders. The majority of faculty
respondents were White (76%), male (72%) and between the age group of 36 and 65
(93%>). The majority of administrators had leadership industry experience.
Coding
Qualitative coding was used to identify related segments of data and create themes,
categories, and subcategories. The coding strategy was a combination of inductive and
deductive approaches that took in account theoretical ideas and those that were developed
directly from the data (Lewins & Silver, 2007).
A deductive approach was employed in the initial coding phase, not for theory
testing, but to know what we were looking for in the answers of the respondents and to
have a starting point in the analysis of data. After reviewing several different leadership
skills taxonomies in the literature, the leadership skills strataplex taxonomy was used
from the study of Mumford, Campion, and Morgeson (2007) that proposed a model with
four categories of leadership skills; cognitive, interpersonal, business, and strategic skills.
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Table 3
Summary Profile of Sample Frame: Administrators Personal Information (N=21)

Demographics

N

%

Male

10

48

Female

11

52

26-35

1

5

36-45

7

32

46-55

6

29

56-65

6

29

>66

1

5

18

85

Asian Am./Pacif.Isl.

2

10

Other

1

5

Gender

Age

Ethnicity
White

Leadership experience outside academe
<5 years

5

24

6-11

7

33 .

12-17

3

14

18-23

3

14

>24

2

10

N/A

1

5
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Table 4
Summary Profile of Sample Frame: Faculty Personal Information (N=29)
Demographics

N

%

21

72

8

28

Gender
Male
Female
Age>
26-35
36-45

3
41

12

46-55

24

56-65

28

>66

4

Ethnicity
White

22

76

Asian Am./Pacif.Isl.

14

Other

7

African-American

3

Their sample consisted of 1,023 professional employees, from 156 different
countries, including the United States, and supported the hypothesis that cognitive,
interpersonal, business, and strategic skill categories were distinguishable.
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The first category cognitive skills were skills that related to basic thinking,
conceptual and communication capabilities such as collecting, processing, disseminating
information that included oral and written communication, speaking, active listening, and
writing comprehension skills. Other cognitive skills included the ability to learn and
adapt, enabling leaders to work with new information and adapt to new environments
(Mumford et al., 2007).
The next category interpersonal and social skills, relating to influencing and
interacting with others, included social perceptiveness or emotional intelligence that is
the awareness of others' reactions and the understanding of the reason(s) they react the
way they do. Interpersonal skills were used interchangeably with social skills, people
skills and human skills (Mumford et al., 2007).
The third category business skills were skills related to particular functional areas
that create the context in which mainly leaders work. Business skills included: (1)
management of personnel resources where leaders identify, motivate, promote and
develop individuals in their work; (2) management of material resources where leaders
manage equipment, facilities and materials needed to do certain work (e.g. technology),
and develop the promotion and sales of the educational product of their institutions; (3)
management of financial resources, where leaders determine how money will be spent to
get the work done, such as budgeting accounting, and fundraising (Mumford et al., 2007).
Strategic skills were highly conceptual skills needed by leaders to deal with change,
to understand the complexity of their organization and environment, and to influence
their business. They included financial planning, visioning planning, and systems
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perceptions that were determining when essential changes in the system occurred or were
likely to occur (Mumford et al., 2007).
During the analysis of data a fifth category, "personal values," was deemed to be
added in the previous discussed four categories. Values have been defined as abstract
beliefs about behaviors or end-states of existence that transcend specific situations and
guide the selection or evaluation of behavior and events (Schwartz & Bilsky, 1987, p.
551). Rokeach (1973) argued that values can be learned, and once they are learned they
are hierarchically ordered into a system based on the individual's perceived importance.
For example, several studies supported the notion that individuals can be educated to be
ethical and moral (Maldonado, Lacey, Candace & Thompson, 2007). The notion that
ethics is a skill, and can be developed, can be supported by the fact that several tourism
programs include in their curriculum, ethical issues (Munar, 2007).
According to Bass (1990) handbook of leadership, personal values included
ethical conduct, achievement orientation, desire to excel, competitiveness, objectivity,
independence, acceptance of responsibility, tough mindedness, persistence against
obstacles, initiative, ego strength, determination, confidence, inner-direction, preference
for risk, satisfaction with leadership and responsibility in the pursuit of objectives.
Several of these concepts were discussed by the participants.
The inductive process is the logical process of establishing new categories on the
basis of identifying similar codes that are grouped together. The researchers applied Vivo
coding, where terminology that was found in the data was used as code labels (Lewins &
Silver, 2007; Zikmund, 2003). During the data analysis, the necessity to create a fifth
main category named "general/leading skills," was established, for codes that didn't fit
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the description of the other four categories, and included the skill to lead and be the head
of a group.
Figure 1, graphically represents, the main theme, "leadership skills" for the first
level of leadership skills coding scheme that includes "business skills," "cognitive skills,"
"interpersonal skills," "personal values," "strategic skills," and "general/leading skills,"
that are ordered based on the frequency of quotations' count (the first category "business
skills" has the highest count and "general/leading skills" has the lowest).
The second level of analysis, included two main subcategories that facilitated the
analysis of data, and were based on the verbs the respondents used; (1) action verbs
(AV), such as, build, empower, create, engage in, that portrayed how leaders should act
in reference with people, and non-action verbs (NAV), that described how leaders should
be towards others.
Aggregate Opinions of Faculty and Administrators
Business Skills
Business skills were ranked first according to frequency among the five main
categories (see Table 5).They were analyzed in four sub-categories such as personnel
management skills, general management skills, financial management skills, and material
management skills. Figure 2 illustrates the business skills' coding scheme with ranked
codes in descending order of frequencies.
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Table 5
First Level of Analysis: Aggregate Ranked Frequencies of Leadership Skills
Leadership Skills

N

Business Skills

134

Cognitive Skills

74

Interpersonal Skills

71

Personal Values

59

Strategic Skills

41

General/Leading Skills

12

Total Count of Quotations

391

Personnel Management Skills.
Personnel management skills had the highest frequency among business skills, with
62 quotations (see Table 6). To facilitate the coding, the researchers made a distinction
between action verbs and non-action verbs used by the participants.
The action verbs included building teams by "understanding and encouraging
teams," and by forming teams that the strengths of some team-members would
compensate for the weaknesses of the others (6 counts). Moreover, action verbs included
building consensus by using democratic procedures, and embracing diversity (4 counts
for each category). Creating a diverse environment was described as "embracing diverse
opinions," "[having] the ability to respect and work with a diverse faculty and student
body - being open minded and accommodating," "[having] the ability to work with
various groups," and "appreciating diversity." Finally, participants noted as important
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skills: (1) creating an environment of trust especially "for those [faculty] who want to
keep growing," (2) empowering faculty by "giving authority," (3) setting and enforcing
high standards, and "constantly promoting those things that make our [hospitality and
tourism] discipline outstanding," (4) recruiting skills, (5) resolving disputes and (6)
conducting performance appraisals by "following] up regularly with individuals
performing activities" (see Table 7).

Table 6
Second Level of Analysis: Aggregate Ranked Frequencies of Top 10 Leadership Skills
Leadership Skills

N

Business Skills: Management of Personnel Resources

62

Business Skills: General Management Skills

43

Cognitive Skills: Ability to Learn & Adapt

41

Interpersonal Skills: AV: Public Relations

36

Strategic Skills: Planning

31

Cognitive Skills: Communication

29

Business Skills: Management of Financial Resources

20

Interpersonal Skills: NAV: Interpersonal Qualities

18

Interpersonal Skills: General

17

Business Skills: Management of Material Resources
Total Count of Quotations

9
306

Note. Personal Values don't have a second level of analysis.
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Table 7
Final Level of Analysis: Aggregate Ranked Frequencies of Leadership Skills
Rankin]g

Leadership Skills

N

1st

Communication

29

2nd

Ability to Learn & Adapt in Higher Education

18

Ethics

18

Planning of Vision

18

3 rd

General Interpersonal Skills

17

4th

Strategic Planning

12

Fairness

12

Engage in Public Relations with the Industry

12

Leading

12

Organizing

11

General Ability to Learn and Adapt

11

General Management

10

Personnel Development

10

5 th

6th

^th

g th

9th

Fundraising

8

Ability to Learn & Adapt with the Industry

8

Time Management

7

Budgeting

7

Negotiating

6

Build Teams

6

Engage in Public Relations with Students

6
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Ranking
9th

10th

11th

Leadership Skills

N

Creativity

6

Engage in Public Relations with Faculty & Staff

6

Bring & Manage Strategic Change

5

General Strategic Skills

5

Delegator

5

Mentor

5

Motivator

5

Engage in Public Relations with Community

5

Supporter

4

Team Player

4

Directing

4

Transparency

4

General Management of Financial Resources

4

Marketing & Sales

4

Build Consensus

4

Embrace Diversity

4

Patient

4

Passion

4

Responsibility

4

Politics

4

Problem Solving

4
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Ranking

Leadership Skills

N

11th

Engage in Public Relations with Other Administrators

4

12th

Risk Taking

3

Technology

3

Create Environment of Trust

3

Empathetic

3

Trustworthy

3

Achievement Orientation

3

Commitment to Excellence

3

Engage in Public Relations

3

Managing Teaching Material

2

Empower

2

Enforce High Standards

2

Recruiting

2

Caring

2

Hospitable

2

Respectful

2

Academic Success

2

Humor

2

Facilitator

2

Resolve Disputes

1

Prioritization

1

13

14th
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Ranking
14th

Leadership Skills

N

Accounting
Conduct Performance Appraisals
Forgiving
Respected
Humility
Persistence
Financial Strategic Planning
Accessible
Controller

Total Count of Quotations

391

Primarily, for leaders to manage effectively their faculty and staff, they must be
"developers" (10 counts). Furthermore, they must "offer [their] faculty, professional
development opportunities in the university and in the discipline," and develop their staff,
students and culture of their organization. They should grow new opportunities for the
entire school, such as "hospitality management program accreditation," with their
"devotion and sacrifice."
Administrators should be motivators (5 counts). A leader must be "a cheerleader,"
and must have "the ability to motivate faculty members to work as a team to achieve [the]
program's mission." Positive reinforcement of their faculty must be considered "more
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valuable than any short run politics." Furthermore, leaders must be mentors and
delegators (5 counts). Leadership needs "to understand the educational, administrative,
and financial management piece, and be able to successfully delegate these duties to
properly trained individuals."
Effective leaders must have the "ability to make all players believe [that] they are
supportive of each person's causes," and must provide "guidance, encouragement, and
problem solutions to faculty in teaching, curricular planning, development, research, and
grant seeking." They must be team players by "work[ing] with and through the people
around them," and facilitators by "being open minded and accommodating." Finally, they
must be accessible where "[their] staff will be able to get hold of them," and controllers
where they must effectively control their personnel (see in Figure 2, business skills'
coding scheme with ranked codes in descending order of frequencies).
General Management Skills.
General management skills were second in ranking after personnel management
skills among business skills (43 counts). Organizing was heavily emphasized among
general management skills (11 counts). "A leader should be an organized competent
administrator," and "be able to prioritize and have excellent time management skills." Six
participants highlighted good negotiating skills for acquiring "resources within the
university," and "for resolving faculty differences, and addressing student grievances,
etc." Diplomacy skills were also important in negotiating. Diplomacy can be learned over
time as one participant noted "as we get older we learn more, so part it is a skill
[diplomacy], I see from myself I mellowed over the years. I look around and I see some
of the senior faculty mellow too. I think that is something that comes with time."
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Participants noted transparency as being significant in managing people (4 counts).
"Transparency [is] a big issue now, everybody should know what is going on, e.g.
financially, how much money do we have as a school, where are they going? If there is
transparency, even if the faculty doesn't agree with his [administrator] decision, they will
respect it." Moreover, two participants connected transparency to equity and ethical
leadership.
Other management skills were directing faculty and staff (4 counts), being
professional that could result in credibility, and "producing results, which can be shown
by tangible, measurable way." Two participants, one faculty and one administrator,
underscored the importance of MB WA; the phrase is interpreted as "Management by
Wandering Around" but the respondent changed it into "Management by Wondering
Around."
Management of Financial Resources.
Leaders should understand finance to help them in acquiring the necessary resources
for the unit they lead. The management of financial resources included fundraising (8
counts), budgeting (7 counts), general management of financial resources (4 counts), and
accounting (1 count). Thus, fundraising was the most important among managerial skills
of financial resources. Leaders should "generate support for their program primarily from
funding and subsequently from gifts," and therefore, be effective in forming relationships
with funding sources such as the government or the industry. Finally, budgeting skills
were imperative "to help leaders know how to position their department, school or
whatever they are leading."
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Management of Material Resources.
The management of material resources included the promotion and sales of the
educational program/college to the industry, the public, and the administration (4 counts),
technology (3 counts), and other diverse material resources such as "visit[ing] classes,
ask[ing] for syllabi each semester, monitor[ing] the textbooks and peripheral materials
being used," and "manag[ing] the curriculum" (2 counts).
One of the participants vividly described the need for "new technology in the
classrooms, online teaching, what is new, hot, and keeps the students motivated - why in
the world do we still have overhead projectors?..." Moreover, technology skills, such as,
knowing how to email, using the Blackboard, Powerpoint, Excel, Word and more were
noted.
Cognitive Skills
According to frequency count, cognitive skills ranked second among the five
main categories (see Table 5). Cognitive skills included collecting, processing,
disseminating information, learning, and critical thinking (Mumford et al., 2007). For the
purpose of this analysis the categories described below were oral and written
communication (29 counts), the ability to learn and adapt (41 counts), and problem
solving (4 counts-see Figure 3).
Communication skills, such as, written, and verbal communication skills were the
most frequently reported necessary skills for effective leadership (29 counts). "Leaders in
academia most importantly must be strong communicators who are not afraid of
controversy." It is not only important how to communicate but also when to communicate
with faculty, the university's administration, the students, and the industry.
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An experienced administrator suggested that the best way to find out about
faculty's concerns was to walk around the building and the faculty's offices. "I walk
twice a day the property. You are not going to hear stuff unless you are out there. Nobody
is going to come up here and tell you stuff but if you are down there with them... in the
hallway they will. They might talk to you about issues that they have got, concerns or
great ideas that they wouldn't necessarily come to your office and tell you."
Ability to learn refers to knowledge, experience, and adaptation to the trends of
higher education (18 counts), the macro environment (11 counts), and the hospitality
industry (8 counts). At the level of higher education, an effective administrator should
have knowledge and understanding of the following: (1) trends in higher education; (2) a
wide variety of hospitality topic areas; (3) the educational administrative and financial
management; (4) research and grant writing; (5) faculty responsibilities; (6) changing
pedagogies and technology; (7) academic administration policies and practices; and (8)
knowledge of department/school, the needs of students and faculty. Specifically, one
participant stressed the importance of having a dean from the hospitality discipline. In her
college the previous dean came from the Business College and he was unable to
understand the needs of the faculty and students. The food and beverage department of
the college was operating a restaurant and the dean was entirely focused on the return on
investment (ROI) of the restaurant, disregarding the fact that the main purpose of the
restaurant's operation was the training and practical experience of students.
Administrators need to have "extensive teaching experience in hospitality
management, and practical working experience, e.g., in hotels/resorts, for providing
guidance, encouragement, and problem solutions to faculty in teaching, curricular
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planning and development, research and grant seeking." Moreover, "extensive experience
in working with other departments of hospitality or academic organizations" is required.
They should also "set examples in terms of teaching, research and service" and have "a
good research and publication record."
Administrators must "keep up with the fast changes of the environment, eager to
understand and learn new things, e.g. foreign culture, language, [and] technology," by
being "perennial students and always learning from others," and by "being open minded
with the ability to compromise."
"Progressive leadership responsibility positions in hospitality industry" and
"knowledge of the entire hospitality field" were important assets for academic leaders.
Having "industry experience, be[ing] able to "talk" the lingo, to understand industry,
allows them [administrators] to build relationships that lead to internships, donations,
funding/financial gifts." Finally, having the ability to see the evolving trends of the
industry, and to be "political savvy - understanding of how power and resources are
gained, shared, lost at the specific institution in question" were imperative in effective
leadership.
The last skills discussed among cognitive skills were problem solving.
Administrators must have the ability and desire to handle difficult situations and provide
with solutions the faculty in teaching, curricular planning and development, research and
grant seeking.
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Figure 3. Cognitive skills.

Interpersonal Skills
Interpersonal skills are about interacting and influencing others (see Figure 4). The
prevalent sub-category of interpersonal skills was engaging in public relations with
groups of people such as the industry, faculty, staff, students and the community (AV, 36
counts), and the second sub-category included personal characteristics of how a leader
should be when interacting with others on a personal, one-on-one basis, i.e. leaders
should be caring, empathetic, forgiving, hospitable, patient, respected, respectful, and
trustworthy (NAV/interpersonal qualities, 18 counts, see Table 6).
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The distinction between interpersonal skills and business management of
personnel resources was that interpersonal skills included interacting with people in
general (18 counts), although management of personnel, as the definition dictates, was
limited to interacting with the personnel, such as, faculty and staff. The last category
described was general interpersonal skills and contained answers from participants that
didn't elaborate on what kind of interpersonal skills they referred to, but used similar
generic terms such as interpersonal skills, human skills, people's skills, human relations
skills, and social skills (17 counts).
Primarily, effective administrators must be able to engage in public relations with the
industry (12 counts), subsequently, with the students and faculty/staff (6 counts for each
group), and finally with the community (5 counts), and other administrators (4 counts).
The most important ability for a leader was to develop strong support from the industry
for the achievement of the school's mission. "Extended industry network to facilitate
internship and employment opportunities were easier achieved if the leader had multiple
years [of] industry or consulting experiences" and strong and active relationships with
alumni. Moreover, strong and effective industry network would be beneficial for the
recruiting of boards of advisors.
Administrators must also have networking skills with groups within the university
such as tneir faculty, staff, students, and other administrators. "Customer service skills"
and "customer contact" were considered important leadership skills since students are
important to the progress and development of an educational institution. Leaders should
be "visible on campus and in the community." They can try to be visible by being

83

accessible and having an open-door policy for their students, the student's parents, the
faculty and staff.
Other interpersonal skills referred to personal characteristics of how a leader should
interact with others. Patience had the highest frequency among those characteristics (4
counts). One participant/faculty noted that administrators must be patient when dealing
with higher administration and faculty.
Leaders should be empathetic and have an understanding of the needs and wants
of faculty, students, and students' parents. Administrators should recognize that even
amid different departments the needs of faculty and students are different because of the
different focuses. For example, the food and beverage department needs more instructors
that teach in laboratories versus the marketing department that teaches mainly theory in
classrooms.
Leadership should also demonstrate concern to the faculty, staff and students.
Leaders should be compassionate, caring, forgiving, and hospitable (for frequencies see
Table 7). Administrators must be respected and respectful, meaning that they should
cultivate a mutual respect between themselves and their people.
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Personal Values
Figure 5 illustrates the personal values that were considered important for
academic leadership in a ranked order. Ethics were considered the most important
attributes to successful leadership (18 counts). Leaders must have high and strong ethical
standards and a sense of fairness, they "must not play favorites." Ethical leadership was
also related to integrity, honesty, and transparency. Transparency was also discussed at
the general management skills section. Therefore, ethical administrators should manage
with transparency their faculty and staff.
Fairness and objectivity were the second most frequent sub-category among
personal values (12 counts). A faculty member noted that administrators must "be
consistent regarding the level of rigor that [they] require from others, by imposing the
same rigor upon themselves." An administrator-participant suggested that" the
administrator needs to treat faculty not fairly but equitably." There is a thin line between
equity and fairness that will be discussed in chapter four.
Leaders must be creative, have energy and "passion for students, education, and
research." Responsibility was another important characteristic for effective leadership.
An administrator noted that "the leader must take responsibility, and take the heat, and
shield the team from higher administration." Moreover, "must be able to do what is told
to be done," meaning being responsible to follow the exact directions from higher
administration. A faculty's member suggested that leaders must be altruistic; he stated
"when something bad happens to your [leader's] team, be the first one to admit your
fault. When something good happens to your team, attribute all the success to the team
members." Finally, administrators must be socially responsible which is related to ethical
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leadership. Social responsibility can be about equal education for all, e.g. including
people with developmental disabilities.
Administrators must be committed to excellence and "must set high standards and
enforce those high standards" to their faculty, staff, and students. Rewarding excellence
can be a good motivation for achieving it. Additionally, leadership must embrace risk and
be daring when making decisions and planning for the future, while "dreamfing] big
dreams and seeking any opportunity."
Effective administrators must value success and before they assume
administrative positions they should demonstrate a successful academic career. Other
important personal values were humor, humility, persistence and "boldness [that] means
[for administrators] to stand in their ground, and don't change with the wind."
Strategic Skills
Strategic skills are highly conceptual skills and in this study they rated fifth among
the main leadership skills categories (see Table 5). Administrators should have "an
understanding of strategy development and execution." Figure 6 illustrates the
subcategories that emerged during the analysis of strategic skills. The most important
strategic skill was the strategic planning of the vision (18 counts).
Leaders must "create and follow a vision" with the intent to "provide direction to the
educational program/college." They must "see things others can't see" and must be able
to picture the future. An administrator noted "I like to picture what is important to me,
how things look, or the curriculum. I visualize the curriculum in my head; I visualize
what graduation is going look like in my head..."
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Another participant-administrator, graphically, described that leaders "MUST
have a vision - communicate that vision as a missionary - sleep NOT until [they] achieve
it, and be flexible through the process." When leaders define the vision/mission of the
unit they lead e.g. college, department, this vision/mission must fit into the broader
institutional vision. Furthermore, administrators should be able to place properly the
strengths and weaknesses of the team in the vision; they must know how to use the
strengths of some team-members and compensate for the weaknesses of others.
Strategic skills included recognizing opportunities and the appropriate strategies
to deal with them (Mumford, et al, 2007). Thus, leaders must be able to bring and manage
change (5 counts). Therefore, they should be "change agents" that can "keep up with the
fast changes of the environment, [and] eager to understand and learn new things (foreign
culture, language, technology)." They must promote the free exchange of ideas and
"stimulate creative ideas by challenging the status quo."
General/Leading Skills
Six participants mentioned the generic term "leading" as an important skill to
effective leadership. Leaders should set the standards in their team that they should first
follow. A faculty participant graphically suggested that "[leaders should] lead by
example, work longer, harder as [their] salary and responsibility go up." Effective
administrators must be charismatic leaders that "don't waste time on petty things and
punitive behaviors. Finally, a faculty person recommended that "[leaders] must not
market themselves, and let their deeds speak on their behalf; that is what counts in the
long run."
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Faculty Participants' Opinions
First Level of Analysis
Faculty represented 58% of the sample, thus, the majority of respondents (see Table
4 for details in demographics). Faculty evaluated business skills, including general
management skills and management of financial and material resources, as the most
important leadership skills among the six main categories (33% of quotations). Second
most important set of skills was the cognitive skills that referred to the ability to learn and
adapt in a changing environment, and the capability to communicate and solve problems
(21% of quotations). Personal values and interpersonal skills ranked very close, with 17%
and 16% of quotations respectively. Strategic and leading skills ranked towards the
bottom of the classification (see Table 8).

Table 8
First Level of Analysis: Faculty Ranked Frequencies of Leadership Skills
Leadership Skills

N

Business Skills

73

Cognitive Skills

45

Personal Values

38

Interpersonal Skills

35

Strategic Skills

18

General/Leading Skills

10

Total Count of Quotations

219
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Second Level of Analysis
Management of personnel resources that included building consensus and teams,
embracing diversity, recruiting the right faculty and staff, delegating, supporting,
motivating, developing, and mentoring personnel ranked first, among leadership skills on
the second level of analysis (19% of quotations). Very close, ranked general business
skills, where leaders should also be managers, and be adaptable in the changes in higher
education, and hospitality industry.
Effectively communicating, engaging in good public relations with the industry,
students, other administrators, and faculty and staff, and having interpersonal qualities,
such as, empathy, trust, patience, forgiveness, and hospitality, ranked in the middle of the
classification.
Finally, (1) strategic planning, that included the planning of vision, and general
and financial strategic planning, (2) management of financial resources including
fundraising and budgeting, (3) management of material resources such as the marketing
and sales of the educational product and (4) general interpersonal skills ranked towards
the bottom of Table 9 with low frequencies.
Final Level of Analysis
The most frequently noted leadership skills were verbal and written communication
with faculty, university, administration, and industry (7% of quotations). Faculty
highlighted that communication must be "persuasive" and the administrators should have
the "ability and willingness to communicate with faculty on all issues that impact faculty
and students" (see Table 10).

92

Table 9
Second Level of Analysis: Faculty Ranked Frequencies of Top 10 Leadership Skills
Leadership Skills

N

Business Skills: Management of Personnel Resources

33

Business Skills: General Management Skills

26

Cognitive Skills: Ability to Learn & Adapt

25

Interpersonal Qualities*

21

Interpersonal Skills: AV: Public Relations

16

Cognitive Skills: Communication

16

Strategic Skills: Planning

14

Business Skills: Management of Financial Resources

13

Interpersonal Skills: General**

10

Business Skills: Management of Material Resources
Total Count of Quotations

1
175

Notes. Personal Values don't have a second level of analysis.
* Interpersonal Qualities refer to how leaders must be in relation with other
people i.e. caring, empathetic, forgiving, hospitable, patient, respected,
respectful, and trustworthy.
** General Interpersonal Skills refer to generic terms used by the participants
such as social skills, interpersonal skills, people skills.
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Second, in frequency of quotations, ranked the ability to learn and adapt in higher
education and ethics. Administrators must have "extensive experience in working with
other departments of hospitality or academic organizations," must be able to understand
the trends of education, and comprehend how the university system operates, e.g. policies
and practices. Having a good research and publication record will enable them to
understand better their faculty's responsibilities. Finally higher education leadership must
"set examples in terms of teaching, research and service." Leaders should have strong
ethical conduct and lead with honesty and integrity.
General interpersonal skills and leading skills ranked third. The sub-category general
interpersonal skills included faculty quotations such as people skills, human resources
skills, and interpersonal skills, without defining what specific interpersonal skills where
required. Leading skills emphasized the importance of administrators to guide effectively
their followers.
Fairness, strategic planning, the ability to learn and adapt in new environments, the
planning of vision, and fundraising abilities were placed in the middle of the ranking.
Faculty described fair administrators as being objective, and not playing favorites.
Furthermore, leaders must be consistent regarding the level of rigor that they require from
others, by imposing the same rigor upon them. Leadership should be equipped with
strategic planning skills such as strategic thinking, and visioning, in order to be "able to
provide direction to the educational program or college." Leaders should have a clear
guiding vision and purpose, and be good goal setters.
Faculty emphasized that administrators should be flexible, have a record of
lifelong learning, and adapt to their environment by being able to compromise. Leaders
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need to think more critically and must not decide impulsively. Mostly deans are required
to do fundraising. However, the importance of fundraising is increasing because the
necessity to generate support for the program is becoming greater.
Faculty gave little emphasis on the significance of leadership empowering,
facilitating, motivating, resolving disputes, and controlling faculty and staff. Furthermore,
each personal value, i.e., forgiveness, hospitality, academic success, persistence and
commitment to excellence, was only once noted. Finally, only one faculty, with extensive
teaching and leadership experience, indicated that effective leaders need to have "sales
and presentation skills to present the educational program/college to the industry and the
public, as well as administration" (see Table 10).
Administrators' Opinions
First Level of Analysis
Administrators represented 42% of the sample (see Table 3 for details in
demographics). Business skills ranked as the most important leadership skills (35% of
quotations) and personal values as the least important (12% of quotations). Interpersonal
skills ranked second after business skills and strategic and cognitive skills ranked very
close with 17% and 12% of quotations respectively (see Table 11).
Second Level of Analysis
Business skills that specifically included the management of personnel resources
such as building consensus and teams, embracing diversity, recruiting the right faculty
and staff, delegating, supporting, motivating, developing and mentoring personnel ranked
first among the required skills on the second level of analysis (20% of quotations).
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Table 10
Final Level of Analysis: Faculty Ranked Frequencies of Leadership Skills
Ranking

Leadership Skills

N

Is

Communication

16

•»nd

Ability to Learn & Adapt in Higher Education

11

Ethics

11

General Interpersonal Skills

10

Leading Skills

10

>rd

ah

General Management

8

rth

Fairness

7

General Strategic Planning

7

General Ability to Learn & Adapt

7

Planning of Vision

6

Fundraising

6

Negotiating

5

Organizing

5

Personnel Development

5

Ability to Learn and Adapt with the Industry

5

Engage in Public Relations with the Industry

5

Creativity

5

Time Management

4

Budgeting

4

Build Teams

4

-th

7th

3th
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Ranking
8m

9th

9th

10th

Leadership Skills

N

Delegator

4

Mentor

4

Problem Solving

4

General Management of Financial Resources

3

Supporter

3

Engage in Public Relations with Faculty and Staff

3

Empathetic

3

Responsibility

3

Risk Taking

3

Directing

2

Transparency

2

Build Consensus

2

Embrace Diversity

2

Recruiting

2

Team Player

2

Politics

2

Engage in Public Relations with Other Administrators

2

Engage in Public Relations with Community

2

Engage in Public Relations with the Students

2

Engage in Public Relations

2

Patient

2
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Ranking
10th

Leadership Skills

N

Trustworthy

2

Achievement Orientation

2

Humor

2

Passion

2

Bring & Manage Strategic Change

2

10th

General Strategic Skills

2

11th

Marketing/Sales
Empower
Resolve Disputes
Controller
Facilitator
Motivator
Forgiving
Hospitable
Academic Success
Committed to Excellence
Persistence
Financial Strategic Planning
Total Count of Quotations

219
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Table 11
First Level of Analysis: Administrators Ranked Frequencies of Leadership Skills
Leadership Skills

N

Business Skills

61

Interpersonal Skills

36

Cognitive Skills

29

Strategic Skills

23

Personal Values

21

General/Leading Skills

2

Total Count of Quotations

YT2

Public relations with different constituents, general business skills including
directing, negotiating, organizing, time management skills, and transparency, and
strategic planning ranked close on the top of Table 12. Ability to learn and adapt in the
internal and external environment, and good communication skills ranked in the middle
of the classification. Finally, management of financial resources and material resources
ranked towards the bottom of importance of required skills according to the opinion of
administrators (see Table 12).
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Table 12
Second Level of Analysis: Administrators Ranked Frequencies of Top 10 Leadership
Skills
Leadership Skills

N

Business Skills: Management of Personnel Resources

29

Interpersonal Skills: AV: Public Relations

20

Business Skills: General Management Skills*

17

Strategic Skills: Planning

17

Cognitive Skills: Ability to Learn & Adapt

16

Cognitive Skills: Communication

13

Interpersonal Qualities**

9

Business Skills: Management of Material Resources

8

Business Skills: Management of Financial Resources

7

Interpersonal Skills: General***

7

Total Count of Quotations

143

Notes. Personal Values don't have a second level of analysis.
* General Management refers to directing, negotiating, organizing, time management
skills, and transparency.
** Interpersonal Qualities refer to how leaders must be in relation with other people i.e.
caring, empathetic, forgiving, hospitable, patient, respected, respectful, and
trustworthy.
***General Interpersonal Skills refer to generic terms used by the participants such as
social skills, interpersonal skills, people skills.
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Final Level of Analysis
According to administrators' opinions the most frequently stated leadership skills
were communication and planning of vision that ranked first and second, with 8% and
7% of quotations respectively. It is important for administrators to have excellent oral and
written communication skills and to know when and how to communicate with their
constituents. An administrator must be able to create, and communicate the vision as a
"missionary," but also to be flexible and persistent throughout the process (see Table 13)
Third, in frequency of quotations, ranked the ability to learn and adapt in higher
education, the ability to engage in public relations with the industry, general interpersonal
skills and ethics. Administrators emphasized the capability to learn and adapt in higher
education and more specifically the importance of "being knowledgeable about the
trends in higher education," "understanding research and grant writing, the educational
administrative and financial management piece" and "keeping on top of changing
pedagogies and technology that drive changes."
Engaging in public relations with the industry is imperative to acquire support in the
classrooms, e.g., guest speakers, and in the department/college, e.g. board of advisors, to
facilitate internships and to achieve employment opportunities for the students.
According to some participants it would have been advantageous to an administrator, in
building good relationship with the industry, to have had multiple years of industry
experience as a consultant or manager.
General interpersonal skills included administrators' quotations such as "excellent
human relations skills," "people skills," and social skills that administrators can use to
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"speak to anyone and charm people." Leaders must work for the benefit of their school,
and employ integrity and high ethical standards.
Organizing skills, personnel development and motivation, fairness, general strategic
planning, and engaging in public relations with the students, such as good customer
service, ranked in the middle of the taxonomy. Participants de-emphasized; (1) personal
values such as being achievement oriented, creative, humble, and responsible; (2)
interpersonal skills such as being hospitable, respected and trustworthy; and (3)
management of personnel resources skills such as empowering, facilitating, mentoring,
and supporting faculty (see Table 13).
Similarities and Differences between Faculty and Administrators
Faculty represented 58% of the sample and administrators 42% of the participants,
which approximated an equal representation of both populations; thus, enabling
comparisons between faculty's and administrators' opinions. The ranking below was
based on the frequency count of faculty's and administrators' quotations.
First Level of Analysis
In general, there was a difference of opinions between faculty and administrators
in ranking the leadership skills that were deemed important in leading effectively (see
Table 14). Primarily, faculty and administrators agreed that business skills should be
administrators' first priority. Business skills included general management skills such as
organizing, negotiating, and the management of personnel, financial, and material
resources. Both faculty and administrators put business skills in the higher ranking of
leadership skills (see Table 14).
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Table 13
Final Level of Analysis: Administrators Ranked Frequencies of Leadership Skills
Ranking
1st

Leadership Skills

N

Communication

13

•>nd

Planning of Vision

12

,rd

Ability to Learn & Adapt in Higher Education

7

Engage in Public Relations with the Industry

7

General Interpersonal Skills

7

Ethics

7

,th

Organizing

6

rth

Personnel Development

5

Fairness

5

General Strategic Planning

5

Motivation Personnel

4

General Ability to Learn and Adapt

4

Engage in Public Relations with Students

4

Time Management

3

Budgeting

3

Marketing/Sales

3

Create Environment of Trust

3

Ability to Learn and Adapt with the Industry

3

Engage in Public Relations with the Community

3

Engage in Public Relations with Faculty and Staff

3

<th

7th
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Ranking
7th

8th

Leadership Skills

N

Bring and Manage Strategic Change

3

General Strategic Skills

3

Technology

3

Directing

2

General Management

2

Transparency

2

Fundraising

2

Managing Teaching Material

2

Build Consensus

2

Build Teams

2

Embrace Diversity

2

Enforce High Standards

2

Team Player

2

Politics

2

Engage in Public Relations with Other Admin.

2

Caring

2

Patient

2

Respectful

2

Committed to Excellence

2

Have Passion

2

Leading

2
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Ranking
9th

Leadership Skills

N

Negotiating

1

Prioritization

1

Accounting

1

General Management of Financial Resources

1

Conduct Performance Appraisals

1

Empower

1

Accessible

1

Delegator

1

Facilitator

1

Mentor

1

Supporter

1

Engage in Public Relations

1

Hospitable

1

Respected

1

Trustworthy

1

Academic Success

1

Achievement Orientation

1

Creativity

1

Humility

1

Responsibility

1

Total Count of Quotations

172
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Faculty placed second, cognitive skills (21% of quotations) that included
communication skills, the ability to learn and adapt in changing environments, and
problem solving. In contrast, administrators ranked in the second place interpersonal
skills (21% of quotations). Interpersonal skills emphasized skills about interacting and
influencing others, and mainly included engaging in public relations with the industry,
faculty and staff, students, and other administrators.
Faculty ranked in the third position personal values that included ethics, fairness,
creativity, responsibility, risk taking, passion, achievement orientation, and persistence
(17% of quotations). Administrators ranked cognitive skills in the third place (17% of
quotations). Furthermore, there was a disagreement for the fourth position, where faculty
ranked interpersonal skills (16% of quotations) and administrators placed strategic skills
(13 % of quotations).
Finally, at the end of the taxonomy administrators considered that personal values
(12% of quotations), such as, ethics and fairness, were important for leadership
effectiveness, and faculty, strategic skills (8% of quotations). Both groups ranked last the
general leading skills where administrators should be able to guide their team by
example.
Second Level of Analysis
On the second level of analysis, Table 15 depicted the differences and similarities
between the opinion of faculty and administrators. For both groups, management of
personnel, including building teams by consensus, creating an environment of trust, and
empowering faculty and staff, was the most important leadership skill (17% of
quotations).
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Table 14
Comparison of Leadership Skills between Faculty and Administrators First Level of Analysis
Ranking

Faculty

Administrators

Similar./Differ.

1st (highest frequency)

Business

Business

2"

Cognitive

Interpersonal

3 rd

Personal Values Cognitive

x

4th

Interpersonal

Strategic

x

5th

Strategic

Personal Values

x

6* (lowest frequency)

General/Leading General/Leading

V

V
x

Note. Similarities are represented by V and differences by x. The ranking is based on the
frequency count of quotations.

Administrators ranked second, engaging in public relations with the industry, the
personnel, the students and the community (12% of quotations). In contrast, faculty rated
fifth, engaging in public relations. Faculty ranked general management skills, including
directing, negotiating, organizing, time management skills, and transparency as the
second most important group of skills (12% of quotations).
Faculty agreed that the ability to learn and adapt to the changes in higher education,
and the industry was the third most important skill in the ranking of leadership skills
(11% of quotations). Administrators ranked third, general business skills along with
strategic planning (10% of quotations). Faculty evaluated strategic planning sixth in the
ranking, lower than administrators. Other similarities between the two groups were that
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both, administrators and faculty, ranked fifth the skill of oral and written communication
(9% of quotations for both groups). Management of financial and material resources and
general interpersonal skills ranked towards the bottom of importance for both groups.
Final Level of Analysis
The last level of analysis gave detailed information about specific skills that were
significant to the success of higher education administrators. Both groups, faculty and
administrators, agreed that communication, oral and written communication were the
most important leadership skills (8% of quotations).
Ethics, such as integrity and honesty, and the ability to learn and adapt in higher
education, where administrators should know the operation of their department or/and
school, and research and grant writing, ranked second among faculty members, and third
among administrators. Administrators valued the planning of vision second important and
faculty sixth. Furthermore, administrators allocated more significance in public relations
with the industry (3rd ranking) and with the students (6th ranking) than faculty did.
Fairness and strategic planning ranked the same for both groups (5th ranking). Finally,
administrators highlighted more than faculty, the development and motivation of
personnel (see Table 16).
Six faculty members (21% of faculty participants) and only two administrators
(10% of administrators) noted that fundraising was an important skill to leadership
effectiveness. Faculty didn't make any reference, only administrators did (14% of
administrators), to the importance of technological skills and the management of teaching
material, such as, monitoring curriculum, syllabi, and textbooks, in contrast with three
administrators that included them as necessary.
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Table 15
Comparison of Leadership Skills between Faculty and Administrators: Second Level of
Analysis
Ranking

Faculty

Administrators

Similar./Diff.

1st (highest) Mngt of Personnel

Mngt of Personnel

>nd

General Management *

Public Relations

x

jrd

Ability to Learn/Adapt

General Management

x

Strategic Planning

x

Interpersonal Qualities **

Ability to Learn/Adapt

x

Communication

Communication

V

4 th

V

x

Public Relations
rth

Strategic Planning

Interpersonal Qualities

x

7th

Mngt of Financial Resources

Mngt of Material Resources

x

>th

General Interpersonal Skills***

General Interpersonal Skills

V

Mngt of Financial Resources

x

9th(lowest)

Mngt of Material Resources

Notes. Similarities are represented by V and differences by x. The ranking is based on
the frequency count of quotations.
*

General Mngt refers to directing, negotiating, organizing, time management
skills, and transparency.

**

Interpersonal Qualities refer to how leaders must be in relation with other people
i.e. caring, empathetic, forgiving, hospitable, patient, respected, respectful, and
trustworthy.
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*** General Interpersonal Skills refer to generic terms used by the participants such as
social skills, interpersonal skills, people skills.

Only three administrators (14% of administrators) noted that it was important to
create an environment of trust but both groups equally agreed to the necessity of
diversity, building consensus, and empowering faculty and staff. Only faculty members
emphasized the importance of recruiting skills, resolving disputes, and the significance of
empathy and forgiveness, in contrast with administrators that didn't discuss it at all. On
the other hand, only administrators noted the concept of respect; being respected and
respect others. Finally, regarding personal values, faculty looked for humor, persistence,
and risk taking in their leaders, characteristics that administrators did not note.

Results of the Focus Group
Introduction
The results of the e-mail survey about the required skills for effective leadership in
hotel management education (research question I) were discussed during a focus group.
Seven respondents of the email survey also participated in the focus group that took place
at the I-CHRIE conference in Atlanta, on July 30, 2008. The analyses of the results of the
focus group include: (1) demographics of focus group participants; and (2) results of the
analysis of the focus group.
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Table 16
Comparison of Leadership Skills between Faculty and Administrators
Final Level of Analysis
Ranking

Faculty

Administrators

1st

Communication

->nd

Ability Learn/Adapt in Higher Ed. Planning of Vision

2 na

Similar./Diff.

Communication

V

Ethics
>rd
3™

General Interpersonal Skills *

General Interpersonal Skills

V

Leading skills

Ethics

x

Engage in PR with Industry

x

Ability Learn/Adapt in High. Ed. x
ith

-th

cth

General Management**

Organizing

x

Fairness

Fairness

V

General Strategic Planning

General Strategic Planning

V

General Ability Learn/Adapt

Personnel Development

x

Planning of Vision

Personnel Motivation

x

Fundraising

General Ability Learn/Adapt

x

Engage in PR with Students

x_

Notes. Similarities are represented by V and differences by x. The ranking is based on the
frequency count of quotations.
* General Interpersonal Skills refer to generic terms used by the participants
such as social skills, interpersonal skills, people skills.
** General Management refers to quotations that did not define exactly what kind
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of general management, but generic terms such as, management skills, and
administrative skills.

Demographics of Focus Group
According to Tables 17 and 18, the sample of the focus group was diverse in gender,
age, and position (57% faculty and 43% administrators). A plurality of participants were
white (85%) just like the sample of the e-mail survey. The administrators had more
teaching experience, and leadership experience inside and outside academe than faculty,
probably because they were older than faculty participants.
Results of the Focus Group Analysis
Communication Channels
Communication skills ranked first among administrators and faculty in the e-mail
questionnaire. These results were presented to the focus group and all participants agreed
with the findings and also discussed effective ways of leaders communicating with their
constituents.
The method of communicating depends on the audience and the content of the
message. There are different ways to communicate to different constituents, such as emails, face-to-face and phone communication. For example, sometimes it is a challenge
for administrators to communicate through e-mail with some groups, such as chefs and
other peers. A female administrator noted "I am dealing with one of our chefs, for
example, they are not going to read an email. I have got to go down in the kitchen, and
talk to them while they are cooking, and that will work... So, you balance that time with
everything else we've got to do."
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Table 17
Summary Profile of Focus Group Sample: Personal Information (N=7)
Demographics

N

%

Male

3

43

Female

4

57

26-35

-

0

36-45

2

29

46-55

2

29

56-65

2

29

>66

1

14

6

85

Gender

Age

Ethnicity
White

Asian American/Pacif.Island. African American
Other

1

15

Table 18
Summary Profile of Focus Group Sample - Professional Information (N= 7)
Demographics

N

%

Position
Assist. Professor

3

43

Professor

1

14

Professor/Chair

2

29

Assiociate Dean

1

14

6-11

2

29

12-17

1

14

18-23

2

29

>24

2

29

Teaching Experience
<5 years

N/A
Leadership experience in academe
<5 years
6-11

3

43

2

29

1

14

1

14

12-17
18-23
>24
N/A
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Demographics

N

%

Leadership experience outside academe
<5 years

3

43

6-11

3

43

12-17

1

14

18-23
>24
N/A

This demonstrates that a face-to-face communication secures an
acknowledgement that the message has been delivered and potentially answered;
however, it takes more time and thoughtfulness on the part of the administrator. In
addition, often, when communicating with students, administrators need to make use of
technology, such as the internet, emails, and social media, e.g., Facebook, MySpace, and
Linkedin.
When choosing to communicate by e-mail the sender must be cautious because
the receiver can misunderstand the content of the message. Furthermore, another
frustration when communicating by email is the lack of certainty if the email was opened
or read by the recipient. On the other hand, this delivery technique might save time when
compared to face-to-face or phone communication.
The different channels of communication depend on the content of the message.
Communicating simple information without including feelings can be done by email
although, new email providers include symbols in their composition of emails like smiley
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or sad faces that can portray the senders' feelings. Yet, when they want to communicate
more complex information that might include emotion, and it is important to know that
the message is delivered (sometimes emails are deleted without being opened or end-up
in the junk-box), the best channel is face-to-face or phone communication.
Even in a face-to-face communication its degree can be compromised, depending
on the level of understanding amid the participants. Characteristically, a participant stated
"I walk out of some meetings thinking this is what has happened, and somebody else
thinks almost the exact opposite.. .Did we hear the same thing?...because everybody hears
through their own filter and their own lens." A suggestion to this shortcoming could be a
debriefing and summary of the meeting in an email, to also ensure proper documentation
of the incident and guarantee the retrieval of this information when needed.
Despite the advantages of email communication, relating to the content of the
message, there are some shortcomings; some people might be reluctant to disclose in
writing personnel or personal matters and other issues that have emotion attached.
Communicating orally is easier and more convenient for some people since they find
more challenging putting in writing their thoughts. Face to face communication also
captures the body expression, the tone of the voice, the emotions that are important
ingredients of communicating.
Often, communication does not include listening. "Sometimes you are trying to
communicate but you are not listening at all, or you are trying to say something, but the
other party is not listening to you at all, and you repeat the same thing again and again,
and the message is not delivered, so it is really frustrating, regardless of whether by email
or face to face [communication]." Thus, active listening must be achieved through
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listening that focuses on what the other person is saying and confirms the understanding
of both the content of the message and the feelings underlying the message.
Equity and Fairness
The e-mail survey findings included fairness and equal treatment of faculty
among different required skills for effective leadership. In some responses those concepts
were used as synonyms and in other cases they portrayed different meanings. According
to the Concise Oxford English Dictionary (Soanes & Stevenson, 2008), the two words
have similar meaning (fair: treating people equally, just or appropriate in the
circumstances; equity: the quality of being fair and impartial). The focus group
participants discussed the similarities and differences of the two concepts. Only one
stated that equity and fairness were synonymous, and the rest of participants observed a
difference between them. Two examples described effectively that differentiation.
Faculty responsibilities vary according to their educational level. For instance,
the primary responsibilities for a person who has a Master's degree and good industry
experience would be to teach more coursework, be involved in student activities, versus,
someone who has a Ph.D. and research capability, and would teach a lighter load, and
develop his/her scholarship. Thus, it would be fair for the faculty that has a PhD to teach
fewer credits and do more research than the faculty with a lower degree. Hence, the
distribution of duties and expectations are fair but not equitable.
Recently, due to budget cuts, the university is enforcing heavier teaching loads on
faculty. Those teaching loads are different for people based on the agreement they have
with the administration or their status. So, the distribution of the excessive teaching load
would not be divided equally but it would be distributed fairly.

117

An important point one administrator made was that it is not about how
administration interprets fairness but it is about knowing faculty's interpretation of
fairness. She stated,".. .when you deal with a lot of different faculty, you want to be fair,
but each faculty member's interpretation of what is fair for them can be different.
Because this one cares more about time for research; this one cares more about getting
support for their classroom activities; this one cares more about just that you say good
morning to them every day. So from a fairness perspective, it's what do they think is fair,
not so much what do I think is fair." Finally, equity has a legal connotation.
Administration must treat employees equally to avoid liability issues, whereas fairness is
more open to interpretation.
Fundraising
It was worthwhile noting that according to the results of the e-mail survey,
fundraising skills ranked sixth, in terms of importance, among faculty and eighth among
administrators. The participants of the focus group suggested as a possible explanation
that different terminology was used to portray the same skills. Potentially, some
participants used the term "fundraising" and others "engaging in public relations with the
industry" that was coded under the category "interpersonal skills."
Administrators raise funds through getting donations from alumni and the industry.
Three participants described graphically in their quotes the importance of fundraising
abilities for an administrator; "Well, these days, if you go to apply for a job as a director,
dean or department chair or whatever, one of the first things you're going to be asked
about is your fundraising abilities," "You know, we're just not going to survive without
it. We're not even going to buy equipment without it. It's crucial," "If you can say, I
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brought in $1.3 million over five years to build a new kitchen ...that would be a huge part
of the [hiring] decision."
The size and structure of the college/school/department might also determine who
would be responsible for fundraising. Some institutions have the position of director of
development, or a development officer that is responsible for it. Nevertheless, in
administrative job postings the word "development" is included among the duties and
responsibilities of the new hire. Furthermore, the need of fundraising for public
universities might be more urgent than for private. This distinction is important since
often private universities have larger endowments and are not subject to some of the strict
tuition controls that public universities are; hence, if they need more money to run their
operation, they can increase their tuition and fees.
One participant noted that there is a relationship between fundraising and strategic
planning, and more specifically strategic planning depends on fundraising. The setting of
the long-term mission and objectives of the college/school/department is dependent on
the available resources in achieving these objectives, and consequently on the
effectiveness of fundraising skills of the administration.
Strategic Planning
The participants deemed it important to elaborate on the concept of strategic
planning. According to them, strategic planning includes the long-term planning of the
goals and objectives of the educational unit, and the means, such as policies, and tactics
that leadership would use to achieve them. Depending on the internal and external
environment of the institution, the period of time of projected planning may vary from
five to ten years. Traditionally, it has been approximately ten years, but the recent trend
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has changed, resulting in a period of four to five years. However, certain components of
strategic planning, such as vision and values can still be projected for longer time periods.
Currently, according to a report of the Destination Marketing Association,
strategic management is fading. One participant noted, "People are realizing that you
cannot, in this environment in this day and age, create a strategic plan for ten years out,
because everything changes so quickly, you can't do that, and you have to learn to be
more adaptive and you have to have short-term plans."
In an educational setting, the most appropriate people to do the planning are not just
the administrators but everyone in the unit should participate because it is not only the
creation of the plan but mostly its execution. Faculty needs to be involved in the
formation of a feasible and achievable strategic plan because they are the key team
members that would support its implementation.
Managers Instead of Academics
Everyone agreed with the results of the e-mail survey that academics are more
appropriate than professional managers to lead educational institutions. Mostly, because
by being faculty themselves they can understand better than business people, the needs
and challenges of other faculty members and students. However, just because they have a
great research and teaching record does not necessarily qualify them as good
administrators. Generally, when comparing management in the business world and
administration in academia, professional managers enjoy higher compensation, have
shorter-term contracts and lower job security then their academic counterparts.
One participant commented on the size and age of the academic institution, and
noted that in a smaller and younger college where the resources were scarce in hiring
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professional managers for leadership positions, the solution was to employ junior faculty
that had minimum financial expectations but also business experience.
It is interesting to note that the nature of an academic organization defines its
structure. The free flow of ideas and opinions needs more flexibility and less captured
structure. As one participant noted, academia, and specifically great programs, are places
where people raise controversial issues, have open discussions and are not afraid of
expressing freely their opinion; stringent bureaucracies can hinder that.
Politics in Academe
Politics is a common characteristic in many organizations, but as one participant
commented politics in an educational institution might be more prevalent than in a
business setting; possibly because in a corporation, politics are more under control since
it is easier for someone to get fired. In light of the presence of tenure in academia it is
rare for tenured members to be terminated and more likely their promotion to be delayed.
Since, most frequently faculty undertake leadership positions, it is often required and also
considered a smart act to become an administrator after a tenured position is secured.
One participant gave a good example of the necessity for a dean to be political in a
university and he stated, ".. .because there's always a race for scarce resources. You've
[the dean] got to be political, so you stay on the good side of the provost so when the
budget cuts come along, you don't suffer the worst of the budget cuts.. .there are politics
at all levels."
Finally, a female participant noted that the concepts of trust and loyalty were
interwoven, and loyalty could be developed in a trustworthy environment. She noted that
loyalty is a two-way street and leaders cannot demand loyalty from their followers unless
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they also deliver it. She observed that loyalty was not noted by the e-mail survey
participants although three participants considered trust as a personal value for effective
leadership.

Research Question 2
This section presents the results of the data in relation to research question 2,
"Please, describe the challenges leaders/administrators in hotel management education
have." For this part analyses include: (1) profile of sample population; (2) coding; (3)
aggregate opinions of faculty and administrators; and (4) comparison of opinions
between faculty and administrators.
Profile of Sample Population
The profile of the sample is the same as the profile that answered research question
1. Tables 1 and 2 summarize the findings of the personal and professional information of
the 50 participants of the e-mail survey that talked about the contemporary challenges
that administrators in hospitality management education face.
Coding
Abductive approach was also used as in the analysis of research question 1. The
deductive approach was based on the study of Montez, Wolverton, and Gmelch (2002)
that concluded that administrators face the following challenges; (1) fiscal, including
budget and finance, allocation and use of resources, internal and external fundraising, (2)
administration, including public and legislative accountability, working with top
administration, long-range planning, community outreach and reorganization; (3)
curriculum and program development, including development of curricula and programs,
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dealing with unprepared students, recruiting high quality students; (4) faculty, including
recruiting and retaining faculty, dealing with difficult personnel, moving faculty toward'
change; (5) technology, including distance learning, upgrading technology; (6) personal
balance, balancing personal and professional lives, attaining personal goals; and (7)
diversity of faculty and students.
Since the data did not fit entirely the above categories, the researcher included
inductively the following categories of challenges in the coding scheme; (1) conflict
resolution between the different constituents (not only faculty) that an administrator must
deal with; (2) change in the internal and external environment of academe; (3)
understanding and dealing with the hospitality industry; (4) acquiring and applying the
necessary skills to be effective in leading. Furthermore, the necessity for broader
categories that would better fit the data resulted in the modification of the two categories
from Montez, et al. (2002) study; hence the category "diversity of faculty and students"
was modified to "students," and the code "personal balance" was altered to "balance"
since the participants did not note any personal goals.
Figure 7, graphically represents, the main theme, "leadership challenges" and the
coding scheme includes the following codes; "faculty," "fiscal," "administration,"
"balance," "students," "change," "hospitality industry," "program/curriculum," "skills,"
"technology" and "conflict resolution," that are ordered based on the count of quotations
(the first category "faculty" has the highest count and "conflict resolution" and
"technology" the lowest).
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Aggregate Opinions of Faculty and Administrators
Dealing with Faculty.
Dealing with faculty ranked first among the challenges that administrators face
(22% of quotations, see Table 19). Faculty was concerned more than administrators about
faculty challenges (24% of faculty quotations as opposed to 19% of administrators'
quotations, see Tables 20 and 21).
Administrators stated that faculty members have their own personal agenda, egos,
and "I don't care attitude," that can result in unwillingness to work as part of a team, and
support the mission and strategic initiatives of the program. A part of the problem
stemmed from "tenured" faculty who believe that "[they] know it all" and cannot be
terminated. A faculty member added that "the ability to correct behavior of personnel [in
academia] is different than the industry...and it is a lot harder to terminate and motivate
tenured employees since there is a limited set of rewards available."
Faculty noted that it is challenging but necessary for leadership to build
harmonious teams and consensus among the faculty, to keep them motivated to achieve
productivity, reward faculty development, mentor young faculty, respect and
simultaneously be an enforcer of the duties of each team member. Nevertheless, faculty
acknowledged that it is hard to satisfy every individual's needs, since there are different
personalities and interests involved, and added that often leadership and faculty do not
share common values such as honesty and fairness when it comes in distributing
workloads among faculty.
Both faculty and administrators used the expression "herding cats" to describe the
challenge of dealing with faculty. Administrators noted that they need to try and convince
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academics into doing many things in a limited time and find qualified and dedicated
faculty with limited resources. Faculty participants emphasized the necessity to plan in
the face of an aging professoriate, and acquire a diverse, international faculty in order to
accommodate the increasingly diverse student body.

Table 19
Aggregate Ranked Counts of Leadership Challenges (N=50)
Ranking

Leadership Challenges

N

%*

1st

Faculty

43

22

2nd

Fiscal

40

20

3 rd

Administration

27

14

4th

Balance

21

10

5th

Students

17

8

6th

Change

14

7

-yth

Industry

11

6

Skills

11

6

Program/Curriculum

10

5

Technology

3

1

Conflict Resolution

3

1

200

100

8th
9th

Total Count of Quotations

Note. * This column represents the percentage of quotations that corresponds to the
specific challenge category.
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Table 20
Faculty Ranked Counts of Leadership Challenges
Ranking

Leadership Challenges

N

1st

Faculty

27

24

2nd

Fiscal

26

23

3 rd

Administration

16

14

Balance

8

7

Change

7

6

Skills

7

6

Students

7

6

Industry

7

6

6th

Program/Curriculum

6

5

^th

Conflict Resolution

2

2

Technology

1

1

114

100

4th

5th

8th

Total Count of Quotations

%

Note. * This column represents the percentage of quotations that corresponds to the
specific challenge category.
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Table 21
Administrators Ranked Counts of Leadership Challenges
Ranking

Leadership Challenges

N

1st

Faculty

16

18

2nd

Fiscal

14

16

-ird

Balance

13

15

4th

Administration

11

13

5th

Students

10

12

6th

Change

7

8

7th

Program/Curriculum

4

5

Industry

4

5

Skills

4

5

8th

Technology

2

9*

Conflict Resolution

1

1

86

100

Total Count of Quotations

%*

,

2

Note. * This column represents the percentage of quotations that corresponds to the
specific challenge category.
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Fiscal Challenges.
Fiscal challenges ranked close to dealing with faculty challenges (20% of quotations,
see Table 19). Fiscal included budget and finance (34 quotations), fundraising (5
quotations) and allocation and use of resources (1 quotation). Faculty discussed more
than administrators fiscal challenges, since 23% of their quotations referred to those as
opposed to 16% of the quotations of administrators (see Tables 20 and 21).
Administrators were concerned about having limited resources to support their
program growth, while the expectations and the needs of faculty and students increased.
A suggested solution for governmental cutbacks in funding was to acquire the outside
support from the hospitality industry.
Faculty participants noted that "there is never enough money to realize one's goals in
academia" because "in the pursuit of knowledge, one can never spend enough money."
Hence, it is a challenge for administrators to meet the different needs of faculty, such as
funding for research, due to the shrinking institutional budgets. Furthermore, faculty
stated that money is, often, allocated in departments that are part of the hard sciences
instead of the hospitality field and there are many more grant and funding opportunities
for these fields.
It is interesting to note that only five faculty members (no administrators) discussed
fundraising as an administrative challenge. Given the shortfalls in federal and state
funding, administrators must have fundraising skills to be able to raise the necessary
funds for the support of the program's mission. Finally, one faculty participant noted the
challenge of "competing for resources within the campus when all colleges/programs
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everywhere are in a squeeze for resources." Hence, the allocation and use of resources
within the university is a vital issue for its leadership.
Administration.
Administration ranked third among administrative challenges (14% of quotations,
see Table 19). Almost equally both groups were concerned about administrative
challenges (14% of faculty quotations and 13% of administrators' quotations, see Tables
20 and 21).
Both faculty and administrators noted "red tape" as the biggest administrative
challenge; that included an increase in paperwork, and bureaucracy that slows down
progress. Moreover, both groups discussed the challenge to manage and satisfy various,
diverse internal constituents, such as the president, provost, dean, other departments,
faculty, and students, and to collaborate with external constituents, i.e., hospitality
industry, and community, in order to fulfill the mission and goals of the department, the
college and the university. Lastly, both groups agreed that state and board restrictions
constrain the administrators' decision making.
Faculty noted the lack of leadership experience and the need to understand them; this
challenge becomes more apparent when leadership comes from different disciplines, e.g.
a dean from a business college leads a hotel college. Finally, administrators discussed the
lack of financial and administrative support from their superiors, e.g., president, provost,
dean.
Balance.
Administrators were significantly more concerned than faculty about balance issues
(15% of administrators' quotations as opposed to 7% of faculty quotations, see Tables 20
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and 21). Administrators noted that balancing the time between different and
"overwhelming" job duties and constituents was critical. It is a major challenge,
especially, for the administrators that have dual responsibilities, faculty and
administrative, to maintain faculty stature and juggle teaching, researching and
counseling students; small teaching loads and effective time management could serve as a
solution.
Faculty also discussed the expectation to meet the diverse needs of different
constituents such as students, staff, faculty, alumni, administration, industry, and
community and attempt to present a positive approach to all involved parties even when
faced with multiple problems, controversies, and limited resources. As a faculty member
graphically noted "you [the administrator] have to strike a balance between creating a flat
organization in which you respect each member's voluntary commitment to excellence,
and the efficient, well-organized structure in which you basically spell out each
member's rights and duties and put yourself as en enforcement officer."
Students.
Faculty and administrators participants ranked the challenge to meet students
expectations in the middle of the ranking (8% of quotations, see Table 19).
Administrators discussed students' challenges more than faculty participants (12% of
faculty quotations as opposed to 6% of administrators' quotations, see Tables 20 and 21).
Both groups noted that administrators must maintain "customer-contact" in order
to meet the values and goals of students, and accommodate their needs. They also agreed
that the population of students is changing by becoming more diverse, and the quality of
students is declining. Nowadays, students are not as serious as before about their
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education, and are not willing to work hard to earn their grade. Instead, they are using
other ways such as "bend[ing] the rules" (e.g. cheating in the exams) to make up for these
insufficiencies.
Yet, the parental pressure is increasing; "there is a great deal of parent pressure
these days to get what they have paid for in terms of educational dollars spent for their
children's education. Therefore, they are a part of the constituency to which educational
leaders are accountable. As student performance tends to decline, increasing pressure
from parents for their children's success is a reality that administrators/leaders need to be
aware of and address. There is also the pressure for financial support of the program and
potentially gaining support from parents as well as alums."
Finally, the challenge to keep up with enrollment and semester credit hours results in
admitting unqualified students who are "academically unprepared for higher education
and who are inadequate in English to effectively succeed in rigorous courses."
Change.
Faculty and administrators demonstrated similar concern about the challenge of
change (6% of faculty quotations and 8% of administrators' quotations, see Tables 20 and
21). Mostly faculty participants emphasized the phenomenon of globalization that results
in the challenge to try to keep abreast of changes, and trends and to adjust in a rapidly
changing hospitality industry and educational institutional environment. Moreover,
faculty noted that "change may be the hardest thing leaders do," because as both faculty
and administrators stated faculty is resistant and reluctant to change. In addition,
administrators stated that they are facing the challenges of changing priorities, roles and
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directions in academia, the need to keep up with technological advances and the necessity
to move from teaching to research orientation.
Industry.
Industry challenges ranked towards the end of quotation count ranking. Faculty and
administrators demonstrated alike concern about the challenge of dealing with the
hospitality industry (6% of faculty quotations and 5% of administrators' quotations, see
Tables 20 and 21). Since hospitality programs are underfunded, both groups
acknowledged the necessity for administrators to seek support for research and
development in the hospitality industry. Furthermore, they discussed the challenge to
create connections and collaboration with the industry to meet the new and greater
expectations of the hospitality business world. For example, "[administrators] must
maintain contact with industry leaders and practitioners, as well as recruiters, to ensure
that the curriculum is current and near future."
Yet, often, there is a lack of connection and understanding between academics and
practitioners. As one faculty member noted; "We may have to think if we [the hospitality
and tourism faculty] are self-indulging with research topics that we invented, not the
topics that industry asked." Finally, hospitality administrators noted the competition
between industry and other disciplines for the best talents such as students, educators, and
researchers.
Skills.
Faculty and administrators demonstrated parallel concern about the challenge of
acquiring the necessary skills for effective leadership (6% of faculty quotations and 5%
of administrators' quotations, see Tables 20 and 21). Faculty stated that management
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skills, particularly human resources management skills are a challenge to administrators.
They noted that administrators "should understand the concept of teamwork and work
well with others to accomplish common goals." Administrators can achieve that if they
become familiar with group dynamics in planning, organizing, and achieving results.
Faculty also included forecasting and creative thinking among the skills they should
master in order to lead effectively.
Administrators recognized that the "skills necessary to be an effective teacher and
researcher are often different from those necessary to be an effective administrator.
Academic leaders emphasized communicating and establishing good public relations
with internal and external constituents such as other administrators, students, parents and
the industry. In part, the content of communication would be the need to develop
professional hospitality programs that would have a place in the academic world.
Program/Curriculum.
Faculty and administrators demonstrated the same concern about the challenge of the
development of program and curriculum (5% of quotations for each group, see Tables 20
and 21). Both groups, faculty and administrators, discussed the academic legitimacy of
hospitality programs and noted that hospitality schools are considered applied, and
therefore, there is a lack of credibility and respect; the rest of a university system tends
not to value the study of hospitality as much as they do for the other hard and soft
sciences. This is the outcome of a perception about the hospitality programs as easier
majors that don't form a "true" discipline. The consequence is that consulting projects
and executive training are assigned to business schools and the quality of hospitality
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programs students is compromised. The challenge of balancing training and education
must be considered.
One administrator noted that"... [Hospitality] we are "lightweight" industry and
our students do not need to have any higher level cognitive skills or abilities. As a result
it seems to me that we attract students who are not highly motivated by 'education' and
want to be merely trained to do the next job. The question is what do we want our
industry to look like in 25 years-will we still be training wait staff for the discipline or
will educational institutions (especially four year programs) wake up and say that we
have a proactive role in shaping the industry?" Moreover, a major disincentive toward
that shift is the financial necessity to attract big numbers of students.
A faculty participant exemplified the Cornell School of Hotel Administration as a
unique model of re-positioning itself as a quasi-business school at the possible expense of
compromising its root as a hotel management school. However, this tactic has the danger
"of making the top hotel school into a minor league of the Business Schools."
Finally, as part of transitioning from an applied model to a professional model, it
is vital for the educational leadership to communicate to the industry the need for shifting
from merely training to educating tomorrow's hospitality leaders and for modifying
accordingly the curriculum. To serve that purpose hospitality programs should utilize
their alumni network. A representative example is the Cornell School of Hotel
Administration that has one of the longest histories in hospitality education and one of the
strongest alumni networks in the country that can support effectively the mission and the
goals of the college.
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Technology-Conflict resolution.
Technology and conflict resolution rated last in the count of leadership challenges
(see Tables 20 and 21). Trying to keep up with fast changing technology was a challenge
for faculty and administrators. An administrator noted that it is difficult to buy
technology since it is very expensive. Faculty and administrators noted that trying to
reconcile differences in expectations among different constituents such as faculty,
administrators and faculty, and students and faculty are challenges they need to face in
order to maintain a harmonious working environment in their department/school/college.
Table 19 demonstrates the aggregate ranked counts of leadership challenges.
Comparison of Opinions between Faculty and Administrators
Tables 20 and 21 summarize the results from the frequency count of leadership
challenges quotations according to faculty and administrators, and Table 22 compares the
similarities and differences of opinions between the two groups. A close examination of
Table 22 shows that there are more similarities than differences between the opinions of
the two groups.
Both groups evaluated dealing with faculty and fiscal issues as the most pressing
leadership challenges. Leading faculty is like herding cats, because faculty are
independent thinkers and difficult to motivate, especially tenured. Administrators need to
build harmonious relationships with the faculty members, reward faculty development,
mentor young faculty, respect, and simultaneously enforce the duties of each team
member. Fiscal challenges included budget, financial challenges and fundraising. Due to
budget cuts, trying to accommodate the financial needs of the department/school/college
has become one of the most challenging issues in hospitality education.
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The two groups ranked as almost equally important the administrative challenges,
such as bureaucracy and increased paperwork, as well as balancing the time between
different job duties and constituents. The challenge to meet students' expectations
ranked fifth for both groups. Administrators must be customer focused to meet students'
expectations. Furthermore, they need to find solutions on the deteriorating quality of
students and deal with the increased diversity. Finally, both groups noted as least
important challenges the development and change of the curriculum, the rapidly changing
hospitality industry and educational institutional environment, the advancement of
technology and conflict resolution between different constituencies.

Research Question 3
This section presents the results of the data in relation to research question 3,
"Would it be better if colleges hired professional managers instead of academic
department chairs and deans? Explain why or why not." For this part, data analyses
include: (1) profile of sample population; (2) coding; and (3) analysis of faculty and
administrators opinions.
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Table 22
Comparison of Leadership Challenges between Faculty and Administrators
Ranking

Faculty

Administrators

Similar./Diff.

1st (highest)

Faculty

Faculty

V

Fiscal

Fiscal

V

>rd

Administration

Balance

X

ah

Balance

Administration

X

-th

Change/Industry/Skills/Students

Students

V

rth

Program/Curriculum

Change

7th

Conflict Resolution

Industry/Program/
/Curriculum/Skills

>th

Technology

x

Technology

-.th

Conflict Resolution

Note. Similarities are represented by V and differences by x. The ranking is based on the
frequency count of quotations.

138

Profile of Sample Population
The profile of the sample is the same as the profile that answered research question 1
and 2. Tables 1 and 2 summarize the findings of the personal and professional
information of the 50 participants of the e-mail survey that stated their opinions about
having a professional manager or an academic in hospitality education leadership
positions.
Coding
Since, there is scarcity of equivalent literature about advantages and
disadvantages of academics and professionals leading academic institutions, the coding
and content analysis of the responses was based on the answers of the participants. Thus,
the researcher used Vivo coding where terminology that was found in the data was used
as code labels. There were four main categories formed; (1) "academics," where
participants preferred department chairs and deans for academic leadership positions; (2)
"professional managers," where participants emphasized the advantages of professional
managers as academic leaders; (3) "neutral," where participants kept a neutral approach
in their opinion; and (4) "hybrid model," where both professional managers and academic
leaders could be hired and work together. The sub-categories that were formed under the
two main categories "academics" and "professional managers" describe the rationale of
the respondents' opinions. Figure 8 is a graphic representation of this coding scheme.
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Figure 8. Professional managers vs. academics.

Analysis of Faculty and Administrators Opinions
According to fable 23, the majority of participants (68%) preferred department
chairs and deans over professional managers for academic leadership positions. Eighteen
percent were in favor of professional managers, ten percent were neutral, and four
percent suggested a hybrid model where academics and professional managers could lead
academic units together.
Opinions in Favor of Academics
Total of 34 participants, 20 faculty and 14 administrators (68% of sample) agreed
that academic institutions must be led by academics and not professional managers (see
Table 23). They noted the importance of having academic and industry experience, the
uniqueness of the academic culture, and the lack of resources as important factors in the
decision making when recruiting academics instead of professional managers (see Table
24). Two participants noted that it would be better to have tenured faculty in
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administrative positions since they could dedicate entirely their time in administrative
duties without having to worry about tenure matters.
Specifically, untenured department chairs manage the people who decide if they
would get tenure, or in other words if they will stay in the university or not. Department
chairs need tenure to make the right decisions such as disciplining, allocating resources,
etc., without the fear of killing their own career. They need to make the right decisions
for what is best for the department/college and not in fear of losing their job because
someone was not pleased with their management decisions.
Academic Experience
According to Table 24, the most important decisive factor for recruiting deans and
chairs instead of professional managers was their academic experience and their
understanding of the academic system (42% of quotations). Both groups, faculty and
administrators, agreed that leaders need to understand the dynamics of academia to
effectively manage it, since universities have different goals and objectives than
businesses. The role of academia is to educate and research, thus, serving the community,
not its personal interests.
Two administrators emphasized their disagreement with brining in managers and
graphically noted "Absolutely not! You cannot run an academic department if you never
worked in academia." Administrators should have an academic background because they
need to mentor faculty in the areas of teaching and research and be good role models to
their followers. Faculty need to believe their leaders are academics first, and
administrators second. Furthermore, a participant/faculty emphasized the need for every
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faculty member to serve for at least one term as a department chair to understand
administration.
Professional managers might attempt to run the academics as a business model.
Hence, the danger would be to underestimate the value of scholarly work, such as
research and publications, and over-emphasize teaching that could lead in the long run to
a poor reputation for the school/program. An administrator suggested into looking in
other disciplines, such as hospitals. In the last few years, placing in leadership positions
managers instead of physicians had resulted in the new American medical "disastrous"
system.
Culture
According to Table 24, the second most important decisive factor for recruiting
deans and chairs instead of professional managers was the unique culture of academia
(27% of quotations). Faculty and administrators participants noted that universities have a
different culture than businesses. Faculty spoke about despising the "corporatization" of
higher education and being interested in delivering the product of education than earning
a profit. Experience has shown that a business approach to academic management
devalues the primary product of education and overvalues growth, to the detriment of the
students. The people that make the important decisions must maintain an active
engagement with the students.
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Table 23
Ranked Counts of Opinions about Professional Managers vs. Academics (N=50)
Ranking

Opinions

N

%

Faculty

20

40

Administrators

14

28

Faculty

5

10

Administrators

4

8

Faculty

3

6

Administrators

2

4

1

2

1

2

Pro Academics

2nd

3rd

4th

Pro Professional Managers

Neutral

Hybrid Model
Faculty
Administrators

143

Table 24
Important factors in decision- making for having academics in leadership positions
(N=34)
N

%

Faculty

9

22

Administrators

8

20

Ranking*
1st

2nd

3rd

4th

5th

Factors

Need of academic experience

Academic culture
Faculty

8

20

Administrators

3

7

Faculty

7

17

Administrators

3

8

Faculty

1

2

Administrators

1

2

1

2

41

100

Industry Management Experience

Leadership skills

Inadequate financial resources
Administrators
Total

Note. * The ranking is according to quotations frequency count
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Administrators stated the unique culture of academia that entails different mission,
policies, procedures, politics and limited resources when compared to businesses.
Moreover, academia is different from business in having a tenured system and academic
freedom; managers would be frustrated at the inability of academics to move quickly and
make unilateral decisions. "Operating an educational institution should be a no-loss
undertaking, not a for-profit enterprise." Professional managers have been trained to be
profit oriented, and even though they could make a difference in the educational unit, the
academy would not recognize it because academics rarely welcome change, especially
when it comes from the outside (see Table 24).
A representative example of how a profit driven academic model is not desirable,
is the fiasco of collaboration between Citibank and twenty nine four-year academic
institutions, including New York University, that have developed numerous arrangements
that benefited financially the schools and the lenders at the expense of students; many
colleges established questionable "preferred lender" lists and entered into revenue sharing
and other unethical financial arrangements with those lenders.
Industry Management Experience
According to Table 24, the third most important factor in appointing the right
academic leaders was their experience in the hospitality industry (25% of quotations).
The ideal combination was to hire administrators that have, both, an understanding of the
industry and academe, and hence, they could appreciate the workload and real
expectations of faculty, such as balancing research, service and teaching. Three faculty
members suggested that the best way to achieve a combination of an academic and
corporate leader was for professional managers, preferably in upper management, to
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make the leap from the industry in academia, and dedicate at least two years in working
with other faculty before they are assigned in leadership positions. In addition, one
administrator underlined the need for an adequate educational background such as
holding a PhD (see Table 24).
Leadership Skills
Two participants (one faculty and one administrator) noted the necessity of having
the necessary leadership skills (see Table 24). The administrator emphasized the need for
more training and noted that producing research often detracts from allowing developing
the required skills to perform effectively. On the other hand, faculty noted that having
the necessary leadership skills is only one factor in the quality and efficiency of an
academic administrator, and he highlighted as equally important academic experience
and knowledge of the academic system.
Resources
Finally, among the important factors when making a decision to recruit department
chairs and deans were not having the adequate financial resources (see Table 24). One
administrator stated that academe does not have sufficient financial capability to recruit
the best professional managers and it would not make sense to recruit mediocre
managers.
General
Three participants (two faculty members and one administrator) disagreed about
having professional managers leading academic institutions but they did not provide
specific justification for their answer. The administrator, based on his past experience,
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stated that he preferred working with academics such as department heads and deans than
professional managers.
Opinions in Favor of Professional Managers
Nine participants (18% of sample), five faculty and four administrators, preferred
professional managers over department chairs for academic leadership positions (see
Table 23). The code "general" included the quotations from two administrators who
favored professional managers in academic leadership positions, but they did not justify
their choice.
Leadership skills
The main decisive factor in favoring professional managers over academics was their
lack of the necessary skills to lead effectively (see Table 25). Many administrators are
teachers and researchers, and in contrast with professional managers, they are not
comfortable in communicating and leading groups. They also lack people's skills,
administrative skills, financial skills such as budgeting, and have an incredible slow pace
when it comes to change. According to faculty, professional managers are taskaccomplishment oriented, have considerable industry experience, can keep promises,
attend meetings, avoid politics, do not complaint and are humble.
Faculty noted that it is rare to find the combination of a scholar, teacher and
manager. Faculty should teach and research and managers should manage the
department. Furthermore, faculty stated that the concept of tenure does not help in
effective management. Often, tenured faculty tend to resist accountability, and they are
not interested in the overall welfare of the program.
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Table 25
An important factor in decision- making for having professional managers in leadership
positions (N=7)
Factors

N

Leadership skills
Faculty

5

Administrators

2

Neutral Opinions
Three faculty and two administrators (10% of the sample) were neutral in their
answers. One administrator noted that the best should be hired that must be able to
fundraise. One faculty member discussed the increasing disinterest of academics to
assume leadership positions because of the lack of incentives; the merit structure focuses
on research and publication record and consequently most chairs cannot qualify for
maximum merit. Therefore, the alternative of bringing professional managers for
leadership positions might become a necessity in the near future.
Three participants, two faculty and one administrator, noted that the context of the
academic institution is an important decisive factor. The context might include the
mission, culture, tenure rules and other employment conditions. For example, if the
priority of the school is the higher placement of students, then having an industry
executive would surely contribute to that purpose. If the mission of the program is more
on teaching, then a practitioner may have a better understanding of the required
competencies in the hospitality industry. On the other hand, if the institution is research
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oriented, then a leader with research experience, coming from the academic cycles,
would fully appreciate the rigor that research requires.
Opinions in Favor of a Hybrid Model
Two participants (4% of sample), one faculty and one administrators, suggested a
collaboration between professional managers and academics (see Table 23). Both
participants agreed that it was important for the director of the program to have academic
experience since to be familiar with the curriculum, faculty matters (e.g. tenure issues),
students' outcome and performance, and the operation and culture of higher education.
Professional managers must assist in running the operational side of the program,
particularly in larger programs that enroll more than 200 students. Their duties might
include fundraising, developing and maintaining industry relations for internships and
employment opportunities, alumni relations, organization of stuff, physical plant,
accounting duties, IT services, and classroom scheduling.
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CHAPTER 5

CONCLUSIONS AND RECOMMENDATIONS
Introduction
This chapter discusses the results of the study and gives recommendations for future
research. The discussion is organized in three parts; (1) required skills for effective
leadership; (2) challenges that hospitality management administrators face; and (3)
advantages and disadvantages when hiring academics or professional managers in
leadership positions.

Leadership Skills
The administrators' profile in this paper was similar to the demographics of the
Lalopa, Woods, and Liu (2002) study, where hospitality management education leaders
were middle-aged Caucasian with industry experience. However, the findings of this
study showed that female administrators numbered slightly more than their male
counterparts in contrast with the Lalopa et al. (2002) study where the overwhelming
majority of participants were male. Furthermore, the profile of doctoral hospitality
students is a good indication of the demographics of future administrators; the profile of
doctoral students demonstrates a shift from male to female dominance, a considerable
increase of Asian representation and a significant under- representation of Hispanic and
African American groups.
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Since, the hospitality industry is one of the largest employers of minorities and
women, and the stakeholders of hospitality management education come from different
cultural and ethnical backgrounds, administrators should come from similar backgrounds
in order to be able to understand their needs. The challenge of the future is to produce
academic leaders that represent diverse populations, from different cultural backgrounds
that could understand both a diverse workforce (faculty) and customer base (students).
Faculty and administrators ranked business skills (1 st level of analysis) as the most
important leadership skills followed by cognitive, interpersonal and strategic. These
finding were different from the study conducted by Mumford, Campion, and Morgeson
(2007) that concluded that cognitive skills would be needed the most, followed by
interpersonal, business and strategic skills.
Business skills included general management skills, and management of
personnel, financial and material resources. Management of personnel resources ranked
as the most important for faculty and administrators among business skills and included
development of faculty, teambuilding, consensus building, delegation, motivation,
mentoring, diversity acceptance, creating an environment of trust and conducting
performance appraisals. Bryman (2007) found similar results that included allowing the
opportunity to participate in key decisions, creating a positive and collegial work
atmosphere in the department, e.g. by creating a climate of trust and mutual respect, and
providing feed-back on performance.
Administrators underlined more than faculty, the need for leadership to have the
necessary skills to develop and motivate personnel; one would think that faculty would
be more interested in those skills. Of course, that does not necessarily suggest that faculty
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is not interested in their development but they might have other priorities on their list,
such as, communication, ethical conduct, and the ability to adapt to the changes and the
environment of higher education.
Management of financial and material resources that included fundraising,
budgeting, accounting, technology, marketing and sales and curriculum, ranked towards
the bottom of importance for both groups. Unexpectedly, only two administrators (4% of
participants) noted the importance of managing effectively the curriculum that included
visiting classes, monitoring the quality of syllabi and textbooks and other peripheral
materials. The author believes that leadership should give more emphasis on the ability to
manage effectively the curriculum, provide high educational quality and adjust in the
changing demands of the hospitality industry.
Surprisingly, mostly faculty noted fundraising as an important leadership skill.
The explanation might be that some participants that noted good public relations with the
industry and the community as important skills did not explicitly refer to fundraising but
implied it as part of public relations.
According to the focus group, the size and structure of the
college/school/department might determine the position-person that is responsible for
fundraising. Often, in administrative job postings the word "development" is included
among the duties of the new hire. Nowadays, that the economy is in turmoil, and budget
cuts are increasing, the importance and necessity of fundraising skills are becoming
paramount.
Technology as part of management of material resources ranked low among
participants. Since administrators do not have to interact with students they do not need
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to keep up with the new technology. However, my opinion is that it is necessary for
administrators to keep current with new technology since they are the ones responsible
for making the final decisions about the implementation of new technology e.g. on-line
teaching, new software and hardware in classrooms etc.
Cognitive skills ranked second in aggregate frequency count and emphasized the
need to communicate effectively and the ability to learn and adapt in the changing
environment of higher education and hospitality industry. Faculty and administrators (in
the 3 rd level of analysis), unanimously ranked communication skills as the most important
leadership skills. According to Bowman (2002), Bryman (2007), Cichy, Cha, and Kim
(2004), Murry & Stauffacher, (2001), and the current study effective communication was
among the important skills necessary in effective leadership.
The results of the focus group discussion indicated that the method of
communicating depends on the audience and the content of the message. For example,
communicating simple information without including feelings can be done by email, and
more complex messages where it is important to ensure that the message is delivered the
best channel might be face-to-face or phone communication. Often, communication does
not include listening, that is why active listening that focuses on what the other person is
saying and confirms the understanding of the content of the message and the feelings
underlying the message must be persevered.
Faculty participants emphasized more than administrators the necessity of having
the ability to learn and adapt in higher education. Administrators should have teaching
experience, research skills, and be able to understand research and grant writing
(especially in research-oriented institutions) in order to comprehend better faculty's and
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students' needs. Furthermore, they need to have an understanding of the university's
system, such as policies and practices, and be able to keep up with the changing
pedagogies and trends in the hospitality discipline.
Interpersonal skills, such as good public relations with internal and external
constituents and interpersonal characteristics such as empathy, respect, hospitality,
forgiveness, trustworthiness, and caring had the third aggregate frequency count after
cognitive skills. Bryman (2007) in his meta-analysis of peer-reviewed publications
identified similar leadership behaviors, such as being considerate, building relationships
of trust and being trustworthy, that were associated with departmental effectiveness in the
United States. Interpersonal skills were more important for administrators than faculty
respondents.
Future researchers could compare the administrators' perceptions and their actual
behavior and see if their faculty is satisfied with their interpersonal skills. Specifically,
the findings of the study can be used in future quantitative research, as an evaluation tool
for leadership skills of the administrators in hospitality management education. A
questionnaire can be produced, based on the skills that participants valued as important,
that would assess the level of faculty's satisfaction for their administrators in hospitality
management education. Researchers may also test for significant differences based on
gender and ethnic diversity of their administrators.
It is important to note that often administrators are faculty members that have
assumed administrative positions, and are used to work independently without having to
develop interpersonal skills. Therefore, academic development programs should heavily
emphasize training in interpersonal skills for future or current leaders. Future researchers
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might study the reasons that faculty undertake administrative positions in the hospitality
management education.
Administrators emphasized more than faculty the need to engage in good public
relations with the industry and students. Having an extended industry network would
facilitate internships, improve graduates' employment placement, bring guest speakers
and corporate training into the college/school/department, assist the formation of a
valuable advising board, develop the curriculum according to the needs of the industry,
and provide financial support of the industry, e.g. gifts, and scholarships, resulting in the
advancement of the program's standing, profile and reputation.
Engaging in good public relations with students is recognizing students as
customers and treating them accordingly. In my opinion, the perception of academics that
universities are not businesses is respected; however a university without students cannot
exist. The author believes that both faculty and administrators must recognize the need to
treat students more as customers; thus, putting more effort in respecting and
understanding better their needs and wants.
Administrators ranked personal values fifth and faculty ranked them third (1 st level
of analysis); ethics and fairness were the prevalent personal values. That might suggest
that faculty emphasizes more than administrators ethics and fairness in leading
effectively. Some might argue that personal values cannot be taught, yet practices
showed that people can even develop attributes that in the past were considered uniquely
inborn characteristics; business colleges offering MBA classes in ethics, and corporate
training aiming at the development of ethical values and conduct. Therefore, academic
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development programs might consider including in their curriculum, training in ethics
and other personal values such as fairness, creativity, and responsibility.
Bryman (2007) and Lucas (1994) also found in their studies that treating academic
staff fairly, equitably, and displaying integrity and ethical behavior were skills and
behaviors that contributed to the leadership effectiveness. Moreover, regarding personal
values, faculty wanted humor, persistence, and risk taking from their leaders,
characteristics not mentioned by administrators. Therefore, some suggestions to
administrators could be that they should find creative ways to be more fun, not give up
easily, and perform more risk-taking when they believe in their goals.
For some participants equity and fairness were two distinct concepts. They noted that
administrators should promote equity instead of fairness. The author believes that this
could create challenges to the faculty. For example, if two faculty members are in the
same position, e.g. assistant professors, and they are putting a different amount of effort,
according to the previous suggestion, both faculty members should be compensated
equally, leaving no space for motivation to the one that tries harder.
Yet, in some occasions, the author believes that equity must be in place for offering
the same opportunities to all faculty members despite their diversity. For instance, equal
chances should be given to both men and women for promotion despite their gender, their
sexual and religious orientation, their ethnicity, or the color of their skin.
The focus group also presented another example that showcased the differences
between fairness and equity; recently, due to budget cuts, universities are enforcing
heavier teaching loads on faculty. Those teaching loads are different for people based on
the agreement they have with the administration or/and their status. So, the distribution
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of the excessive teaching load would not be divided equally but it would be distributed
fairly. Finally, fairness can be subjective; it is not about how leadership interprets fairness
but about knowing faculty's interpretation of fairness. Thus, active communication is
imperative to understanding faculty's feelings and opinions.
According to the literature review, strategic planning is among the core
responsibilities of leadership. However, administrators ranked strategic skills towards the
bottom of the ranking. One explanation for this might be that the majority of the
administrators (67%) were department chairs that their main responsibilities were mostly
the day-to-day operations of their unit. On the other hand, if the respondents consisted of
more deans then department chairs then the ranking might have been different. This
would be a good area for future researchers to explore. Bryman (2007) also in his metaanalysis found that developing clear sense of direction and strategic vision is a form of
leadership behavior that is associated with departmental effectiveness in the United
States.
The focus group examined the recent trends of strategic planning. Since everything is
changing drastically, it is not advisable to create a ten year plan, rather have a short-term
strategy. Furthermore, everyone in the unit should participate in the strategic planning,
since it is not only the creation of a feasible and achievable plan, but most importantly it
is its execution where key team members must support its implementation. Strategic
planning is also interrelated with fundraising and more specifically it might depend on
fundraising. The setting of the long-term vision and objectives of the
college/school/department can also be dependent on the available resources and the
effectiveness of the fundraising skills of the administration.
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Leadership Challenges
The current study and the study of Montez, et al. (2002) demonstrated similar
results about leadership challenges in higher education. Both studies portrayed fiscal
challenges, administrative, curriculum and program development, dealing with faculty,
increased diversity of faculty and students, and technological challenges as important
issues that administrators need to deal with effectively. Current study findings did not
address concerns such as balancing personal and professional lives, attaining personal
goals, community outreach, and public and legislative accountability. Yet, according to
the current study, among the challenges were dealing with the hospitality industry,
bureaucracy and politics in the university, and acquiring and applying the necessary skills
to be effective in leading. "Red tape" was the biggest administrative challenge that
referred to increased paperwork, and bureaucracy that often slows down progress.
According to the results of this study, challenges may vary based on the size and
type of institution and its location. For example, an independent hotel college with
different departments would employ a dean to lead the college, and department chairs to
direct the departments. The dean's and department chairs' responsibilities and challenges
might differ. Often, department chairs face the challenge of teaching and having to retain
active research and publishing record, in contrast with the dean, that could fully
concentrate on the management of the college. Given the analogy of the business world,
department chairs can be viewed as middle management and deans as executive
management. Somehow, to be able to reach an executive position, one must first
experience middle management and deal with various responsibilities and often heavy
workload.
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According to the study of Carroll and Wolverton (2004), challenges may even vary
depending on the experience of an administrator. New department chairs do not face the
same challenges as seasoned chairs that experience stress from having to deal with
conflict management, limited time frame imposed by deadlines, and restricted financial
resources.
Seasoned chairs believe that they need more training in how to handle their job more
effectively in contrast with new administrators that their only complain stems from their
unfamiliarity with the administrative system and the fact that they don't have enough
information to do their job properly. This can be easily explained since there is no formal
training for new administrators. Therefore, I suggest that academic institutions must
invest in formally training their academic leadership because ineffective and insufficient
leadership can only hurt the students, the faculty and the discipline in general.
Faculty and administrators noted communication, public relations, teamwork,
creativity, general management skills and human skills, both as required skills in
effective leadership but also as challenges that administrators need to overcome. This
demonstrates the relationship between skills and challenges, and the dynamics between
the two concepts. In short, the preceding discussion suggests the importance of acquiring
the required skills in order to be prepared in dealing successfully with specific challenges.
The challenge of managing and dealing with faculty was compared to "herding
cats," since faculty are independent minds that like to have their own opinions and often
dislike to be told what to do. This is more apparent with tenured faculty that have little to
lose when confronted with leadership. In addition, finding qualified and dedicated faculty
with limited resources, planning in the prospect of an aging professoriate (60% of faculty
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is over 50 years old), and acquiring a diverse and international faculty were among other
pressing leadership challenges. In my opinion, globalization has resulted in a diverse
student population and has created the need to understand its cultural differences; a
diverse faculty would recognize, and understand better this diverse student body and
adjust accordingly its teaching practices.
Only, faculty participants discussed honesty and fairness as part of the challenges
when dealing with faculty. They also acknowledged that it is hard to satisfy every
individual's needs, since there are different personalities and interests involved, and
added that often leadership and faculty do not share common values such as honesty and
fairness when it comes in distributing workloads among faculty. Thus, as it was
mentioned in the previous section, it is not about how leadership interprets fairness but
about knowing faculty's interpretation of fairness.
Due to the recent economic recession and budget cuts, trying to accommodate the
financial needs of the faculty, and overall the needs of the program have become two of
the most challenging issues in hospitality education. The challenge of limited financial
resources can be viewed as a social issue since it might result in increased tuition fees,
larger sizes of classes, and consequently, in the educational product deterioration, and
limited access of under-privileged students in higher education.
Another result of the financial downturn is the increasing competition for
resources within the campus when all colleges/programs are striving for resources. Good
public relations and politics with the leadership of the university would potentially ensure
advantageous treatment of the program.
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Often, the academic legitimacy of the hospitality programs is under question as
hospitality studies are considered applied sciences, resulting in a lack of credibility and
respect; the rest of the university system tends not to value the study of hospitality as
much as other hard and soft sciences. Therefore, often, grant and funding opportunities
are allocated in departments that are part of the hard sciences instead of the hospitality
field. Furthermore, there is a trend in the gaming industry, a hospitality-related field,
where casinos have started recruiting for upper managerial positions graduates from
business schools, like Harvard, instead from hotel programs. Also business colleges
prefer to recruit faculty from other business programs instead of hotel colleges, and even
top ranked hospitality programs favor hiring graduates from business programs for
faculty positions.
In attempting to make the hospitality discipline a more respected field, especially
the four-year institutions should consider making the transition from an applied model to
a professional one. This can be accomplished by communicating to the industry the need
for shifting from, merely, training for entry level positions to educating tomorrow's
hospitality leaders, and by modifying accordingly the curriculum. Furthermore, it is
important to communicate the necessity for change, and ask for the support from the
involved constituents, such as the industry, faculty, alumni network, and students. A
final recommendation in promoting hospitality programs, especially research-oriented, is
to provide the necessary resources and adjust faculty workloads accordingly to stimulate
scholarship and research, and make the appropriate academic appointments that would
enhance the department's reputation.
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The results of the study also emphasized the need for good industry relations and
a strong alumni network that would help with the proper placement of the program's
graduates, the building of a good reputation for the program, and the financial support,
e.g. gifts, for its development. Administrators that have worked for a considerable
amount of time in the hospitality industry have built a strong network that can use during
their academic leadership to benefit their program.
I should note that since, often, hospitality programs are viewed as vocational and
training schools, and not as professional schools, the audience is different than the one
that attends business schools. Therefore, the marketing and promotion of hospitality
programs must be modified to start attracting a different customer base. Also, often, low
students' quality might be the outcome of high enrollment, where even a low grade point
average (GPA) might be the ticket into higher education. This flexible admission process
might result in poor quality of graduates and consequently in low quality of hospitality
management candidates. The author believes that leadership in hospitality management
education should seriously consider upgrading the admission process and making more
difficult the acquisition of an undergraduate or graduate degree.

Deans Instead of Managers
The majority of participants (67%) favored the choice of department chairs and
deans in leadership positions because of the uniqueness of the academic culture, and the
lack of the available resources to recruit competent professional managers. Universities
are not businesses because their core mission is educating students and not profit
maximization. Therefore, leadership must focus on the educational product and not on
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high income generating that might be sometimes at the expense of students. The fiasco of
twenty nine universities, including New York University, University of Pennsylvania, St.
John's University, Syracuse University, etc. with Citibank exemplifies the peril, when
dealing with the business world, to establish unethical practices at the expense of the
student body.
Another unique characteristic of the academic system is tenure. Participants
discussed that the concept of tenure does not help in managing effectively the
college/school/department. Tenured faculty tend to resist accountability and often, are not
interested in the overall welfare of the program. That raises concerns about the value of
tenure in the educational system. The tenured system can be compared to a great
discovery that can be utilized either for a good or bad cause; depending on the individual
that would exploit it. There would always be cases of tenured faculty that take advantage
of their privileges but these cases do not necessarily make the rule.
Participants noted that hiring professional managers would substantially change
the culture and work of a university for the worse. This relates to the skepticism of
academics towards change. Often, academics view change as a threat and do not
welcome it as a condition for improvement. The author believes that since this is the era
of globalization and continuous change and academia is or should be the place where
people raise controversial issues, have open discussions and are not afraid to express
freely their opinion, academic leadership should be the pioneer of innovative thinking
and doing. Future researchers might conduct a qualitative study with faculty and their
leadership to assess if they favor change in their academic units and examine the factors
that would be the base of their responses.
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One of the major complaints about having department chairs and deans in
academic leadership positions was the insufficiency of the necessary skills for effective
leadership, since often administrators are faculty that do not have managerial experience.
Given that skills are abilities that can be developed, academic institutions should
establish leadership programs for prospective and new administrators. These programs
could be offered on campus, through partnerships with other academic institutions, or
through private institutes such as Harvard programs, HERS program at Bryn Mawr
College, and national associations such as the American Association of State Colleges
and Universities, the National Association of State Universities and Land Grant Colleges,
and the American Council of Education (ACE). Future research could examine if there is
a relationship between faculty satisfaction and leadership skills training. Also look for
significant differences, on the satisfaction level of the faculty, depending on the amount
of years worked in academe or/and hospitality industry.
I agree with the participants that noted that the context of the institution, including
the mission and goals of the academic unit, is a core factor in making a choice between
academics or managers. Tier-one institutions where research is a priority in the mission
of the program may consider recruiting academics, preferably tenured, with research
experience that could understand the challenges of research. Institutions that focus on
teaching and placing successfully their graduates in the hospitality industry might
consider hiring practitioners since they have good public relations with the industry and
know the needs of hospitality business.
According to the results of the study, the reasons that professional managers were
preferred over academics were their discipline and hard work, but mainly their hospitality
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industry experience and leadership skills, with an emphasis on communication skills. An
important factor to consider when making a decision about hiring professional managers
is their value.
Middle and top management positions in the hospitality industry are compensated
much higher than department chairs and deans in academic institutions. This might be
attributed to the lack of academic funds and the positive relationship between
compensation, productivity and task achievement. Professional managers, since they are
more task-accomplishment oriented, do not mind working long hours, sometimes 14
hours a day, and six days a week. The gap of compensation between equivalent
managerial positions in the hospitality industry and academe might be an important factor
for charismatic leaders in their employment decision. Therefore, academe might
compromise when it comes to the quality of professional managers, because the best
talents may be working in the industry.
Participants suggested a hybrid model of shared leadership between academics and
professional managers. Wolverton and Gonzales (2000) recommended the same model as
an improved alternative to the traditional approach of academic leadership. That model
could be, especially, effective in large programs, or programs that seek to grow, where
fundraising and keeping high numbers of enrollment are important. Nevertheless, in
programs that this cannot be accomplished it would be imperative to have in the
leadership position an academic that had also worked in the hospitality industry,
preferably in top management positions, and hence has extensive knowledge and
understanding of academe and business; nonetheless, the combination of a scholar,
teacher and manager is rare to find.

165

The sampling frame of the current study included only four-year hospitality
programs; thus, two year institutions might face different challenges and their
administrators might need different sets of skills for effective leadership. Future research
might address this issue and compare and contrast the findings of two and four year
institutions to see if there are any differences and similarities.
In conclusion, the predominant required skills that define leadership effectiveness
were communication skills, ethics, and the ability to learn and adapt in the changing
environment of higher education; these skills must be incorporated in the curriculum of
academic development programs that would require the development and training of
present and future administrators. Furthermore, the demographics of administrators are
gradually changing, shifting from male dominance to a balance between the two genders.
The main challenges that leadership is facing are dealing with faculty and
financial constraints. Specifically, the later has resulted in a greater need for better
fundraising skills, and networking with the hospitality industry. Finally, the status quo of
the hospitality industry must shift from strictly applied sciences to a more professional
discipline to gain the respect of academe, have access to more grant and funding
opportunities, and attract a superior quality of students and faculty. Leadership is mostly
responsible for making this change; this transition might be slow and difficult, due to
academics' inflexibility to drastic changes, but is imperative for the growth and
advancement of the hospitality discipline.
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APPENDIX I

Questionnaire
Leadership Skills and Challenges in Hospitality Management Education

Part I-Demographics:
Directions: Underline, put in bold, or mark with a different color the appropriate answer:
1. Gender:
a. Male
b. Female
2. Ethnicity:
a. White
b. Hispanic
c. African-American
d. Asian-American/Pacific Islander
e. American-Indian
f.

Other

3. In which age group do you belong?
a. 25 or younger
b. 26-35
c. 36-45
d. 46-55
e. 56-65
f.

66 or older
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4. Position:
a. Faculty duties only
b. Administration duties only
c. Faculty and administrative duties

5. Please, define your exact position title (i.e. Dean, Associate Professor and
Chair, Assistant Professor)
6. What is your teaching experience?
a) Less than 5 years
b) 6-11 years
c) 12-17 years
d) 18-23 years,
e) More than 24 years
7. What is your leadership experience (i.e. Dean, Department, Chair, Director)
in academia?
a) Less than 5 years
b) 6-11 years
c) 12-17 years
d) 18-23 years
e) More than 24 years
f) N/A
8. What is your leadership experience (i.e. VP, Director, Manager) outside
the academia?
a) Less than 5 years
b) 6-11 years
c) 12-17 year
d) 18-23 years
e) More than 24 years
f) N/A
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Part II; Leadership
Directions: Type answer, be as detailed as possible (use as much space as you need)
9. Please, describe the skills that leaders/administrators (e.g. Deans, Department
Chairs) in hotel management education must have in order to be effective?

10. Please, describe the challenges leaders/administrators have?

11. Would it be better if colleges hired professional managers instead of academic
Department chairs and Deans? Explain why or why not.

Thank you for your participation
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APPENDIX II
Leadership Skills Focus Group Questions
Location: X conference center/hotel, Atlanta, GA 30339(I-CHRIE conference)
Date:

Wednesday, July 30, 2008

Time:

2:30 pm-3.30 pm

The purpose of the focus group is to have an in-depth discussion about the differences
and similarities between the opinions of faculty and administrators as they were
developed from the analysis of the electronic questionnaire that was sent to 29 faculty
and 21 administrators of hospitality management education. Table 1 demonstrates the
results of comparing the leadership skills that faculty and administrators considered as
most important. We will discuss the following:
1. Table 1 shows that, both groups, faculty and administrators agreed that
communication skills were the most important leadership skills. Discuss if the
group agrees or not and why, and then discuss ways to achieve effective
communication between faculty and administrators.
2. Discuss the differences between equity and fairness. Do you think that there are
similar or different concepts?
3. Why do you think fundraising was not on the top leadership skills according to
administrators, in contrast with faculty responses? Nowadays, all levels of
leadership must do fundraising e.g. department chairs?
4. The majority of respondents in the e-mail survey agreed that having department
chairs and deans instead of professional managers is more appropriate to lead
academic institutions. Discuss these findings.
5. Comment on the results of Table 16.
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